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Dear Mr. Gadsby : N |

Booz- Allen is pleased to submlt our Fmal Report Management Review of
the Library of Congress, to the General Accountmg Off1ce

This report reﬂects our analy of this Fcomplex and multifaceted
institution. It provides information’ for the. Library of Congress, its stakeholders,
and its customers as the Library prepares to.meet the challenges of the 21st
century. In addition, it provides a series of f1nd1ngs, conclusions, and
recommendations that should be useful to Congress as they debate the future
mission of the Library of 'Congress A | |

The report is contamed in two volumes: B
VOLUME 1
¢ Executive Summary summarizes highlights of the report.

) Sections of the review include:

- Background—Descrlbes the background of the pro;ect and the scope
of our effort. .

- Overarchmg Issues—Addresses issues of m1ss1on, management,
- workforce, and revenue opportunltles that affect all areas being

reV1ewed

- Infrastructure—Focuses on the areas of fac111t1es, securlty, and
technology usage

'~ Human Resources—Presents evaluatlon of the Library’s human
resources management.
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VVOLUME 2

o Case Studles—Presents examples of various dec1s1on-mak1ng
processes W1th1n the Library.

‘¢ Comments from Library of Congress—-Letter dated Aprll 26,199,
to the General Accounting Office from the Actmg Deputy L1brar1an of
‘Congress.

. Appendlces——Presents supportlng documentatlon and ana1y51s
' ”referenced in the body of the report. " ¢

‘We would liké to take this opportunity to express our sincere
appreciation to both the General Accounting Office and the Library of

. Congress for their closé cooperatlon during the course of this study. We
_.particularly appreciate the courtesy extended fous by L1brary staff as we
v\‘_'operated within a ety challenging schedule. The completmn of this effort is -
_ in large part due to their candor and thoughtfulness In addition, we found
the insights of individuals in the library community across the nation
_invaluable as we assessed the L1brary s practlces through the eyes of 1ts

customers and stakeholdets.

It has been a pleasure workmg W1th you and your staff over the past

f‘several months.” Thank you for the opportunity to work w1th the General

Accounting Ofﬁce on thlS important assignment.

Very tru,l,Y\_'__Y‘?urs.'

HOOZ-ALLEN & HAMILTON INC.

Joyce C. Doria
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EXECUTIVE S UMMARY

The Library of Congress is the world's largest library, d1rectly servmg the
Congress, a broad national constituency of the American public and its libraries, and
a worldwide research community. Originally established by Thomas Jefferson to
support the legislature, the Library of Congress still adheres to the Jeffersonian
concept of universality—that there was ". . . no‘subject to Wthh a Member of
Congress may not have occasion to refer.”

The Library's leglslatrve support role was strengthened in 1914 When the
Legislative Reference Service, currently the Congressional Research Service (CRS),
was established to provide research and the scientific use of information to solve
problems and support policy decisions. Two Library innovations positioned it as a

~ public leader in systematizing intellectual activity and knowledge development. In

the early 1900s, the Library's classification and cataloging schemes and its printed
catalog ‘cards established bibliographic standards and encouraged cooperation among
librarians and scholars nationally and internationally. ‘In the 1960s, the Library '
created its Machine Readable Cataloging (MARC) format for converting,
mamtarnmg, and distributing bibliographic information that became the natlonal
standard in 1971 and the mternatlonal standard in 1973. , -

The Library maintains its collections of classified books and pamphlets and
special format, language, and subject materials in three large, historical facilities on
Capltol Hill—the Jefferson, Adams, and Madison buildings——and various annexes
in the Washington, D.C. area.” With approximately 4,500 employees and an-annual
appropriation of approximately $350 million, the Library has operations that are
currently managed through an Executive Commlttee, Semor Management
Reporting Group, and four major services or operatlons L1brary Servmes, CRS
Copyright Office, and Law Library. SRRk

Legislated responsibilities range from collectlons acqursltlon, catalogmg,
preservation, and collections management to delivering products and services to a
broad national and international constituency including Congress, libraries,
publishers, scholars, the blind and physmally handlcapped and a wide cross-sectlon
of the American public. e

Each day, the L1brary receives more than 10 000 items of wh1ch about 7,000 (2.5
million a year) are added to the collections. Currently, the management of these
sizable collections is challengmg the Library's operational capabilities and resources,
and is resulting in identified issues with cataloging arrearages, security, facilities,
and Library employees. These issues and approaches to addressing them have
focused congressional attention on Library operations.

Executive Summary-1
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“operations of the Library and develop recommendations for performance’

specific services.

\ approaches supplemented where approprlate, by techmques spec1f1c to ea_ch )

Booz-Allen- & I—lamilton

In August 1995 the Senate Appropnatrons Commlttee, in.a letter to the o
Comptroller General for the General Accounting Office (GAO), requested that the
GAO perform a‘'management review:and financial audit of the Library of Congress.

In December 1995, the GAO contracted with Booz-Allen & Hamilton Inc. to conduct

a management review of the Library to support L1brary FY 1997 congressional -
hearings.  To complement this management review, GAO also. contracted with Price
Waterhouse to conduct a revrew of Library financial management : '

Ob]ectrves and Scope

.. Booz-Allen was engaged to examine six major:issue: areas, principally through
analysrs of three ma]or services of the L1brary Exh1b1t 1 presents the focus of this

management review.

Library of Congress Management Review _F'ocus-

- “General: Management - : SR : o
- Human:Resources.. -.© . = “|. " . Collections Services
- Products, Services, and Fees ' .. - .| .- - CopyrightOffice .
Facilities ‘ | Congressional Research Service
- ‘Security - . T SRS ENE ST ST NPT 7
, .~Techno‘|o_gy Usage»; SRS A IR TN E

i .

“Ovetall’ ob]ectlves of this review were to assess current management

improvements in general management, human resources, security, facilities, and
technology usage. In the area of products, services and fees, the ob]ectlve wasto
assess. the revenue potential of chargmg fees that recover full cost.in prov1dmg four

Methodology

The overall methodology consrsted of six primary data collectron and analy31s

. therature search and source reviews of more than 300 Lrbrary-related
studres and documents mcludmg legrslatlon and congressronal testlmony

L ANPER v

- ob Interv1ews w1th more than 17(l 1nd1v1duals

o Twenty seven focus groups with Library off1c1als, congressional staff and
external groups.

e Process reviews to basellne products and services ‘ IR e

Executive Summary-2
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o Benchmarkmg vrsrts to Federal agenc1es, unrvers1ty 11brar1es, pubhc
o 11brar1es, and commerc1al clearlnghouses ‘ :

° Case. study development to test management procedures in the followmg .

.- areas

Arrearage Reductlon ,
‘= - 'Competitive Selection Process -
Collections Security =~ -
Fort Meade Storage Facility
National Digital Library.

Addltronally, Booz Allen is conductmg a basehne employee survey of lerary of
Congress staff that will be completed shortly after this report. .

OVERARCHING??ISSUES |
MISSION e e e e

The mission of the Library of Congress has been the top1c of mtermlttent
debate for nearly 200 years. There is no dispute that the Library was established to
store “. . . such books as may be necessary for the use of Congress . . .” that were

purchased w1th a $5, 000 approprlatlon signed into law on- Apr11 24, 1800 !

Var10us further functlons have been assigned to the L1brary across the
subsequent decades, some having little direct connection to its role as a
congressional library. The Library’s act1v1t1es today encompass an ad hoc role as
National Library and an international presence in developing its. collectlons and
addressing Library i 1ssues worldw1de o L

Findings and Conclusrons

- The Library operates under broad statutory authorlty The statutory authorlty
of the Lrbrary of Congress provides specific guidance for a number of programs.
Throughout its 195-year history, the Library has been given responsibility and

funding for a variety of new initiatives with specific authorities. A key contributor

to further expansion of the Library’s role was the 1897 legislation authorizing the
Librarian of Congress to make rules and regulations for the Library. This
authorization has provided the Librarian with the ‘capability to initiate pro]ects and
programs that become individually funded’ ‘through congressmnal appropriation
and become: permanent components of: Lrbrary act1v1t1es

For the last century, the roles and mlssron of the L1brary have continued to
expand both through Librarian initiatives ‘and congressional legislation. This

! John Y. Cole, Jefferson’s Legacy, A Brief History of the Library of Congress, 1993, |

Executive Summary-3
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growth has been accompanled by an 1ncreasmg range of products and serv1ces for 1ts
constituencies, the American public, and the international commumty, and has
resulted in an extremely: broad and expanding range of. lerary human physical,
technology, and f1nanc1a1 resource requlrements : » -

The L1brary s current mission statement contmues to prov1de a broad ‘
framework for guldmg the Library. Full text of the mission and strategic priorities
statement appears in Appendlx A. In October 1995 the Librarian of Congress
articulated the lerary s mission as follows: - _

.. The Lzbrary s m:ss:on is to make zts resources uvuzluble and useful
- to the Congress and-the American. people and to sustain and :
- preserve.a universal collectzon of knowledge and creuthty for
future generutzons & S

The lerary has identity and acceptance as Amerlca S natlonal llbrary,‘but may
not be effectively: fulflllmg a national mission. In.1992, the American Library = .
Association (ALA), in testimony concerning Senate bill 2748, the Library of Congress

‘Fund Act of 1992, stated, “Although never formally-designated as such; the Library

of Congress functions as the national library of the Un1ted States.” The lerary s
own pubhcat1ons often assert this role. ., . ;

W1th1n the natlonal role, the national hbrary communlty vrews the Library
of Congress as a leader and focal point in setting some'standards in cataloging,
classification, and. other library issues. However, the national hbrary community
representatives in focus groups and interviews said that the Library’s. historic:role of

“national library leadershlp has deteriorated. The library community representatives

stated that this role is critical in the future to deal with rapidly evolving technology
and 1nformat10n issues. No other orgamzatron is prov1d1ng this leadership.

A strong perceptlon ex1sts among the U.S. llbrary community that the lerary
of Congress is not well positioned to address the unique library challenges and
opportunities created by dynamic advances in digital information, communication,
and storage technologies. The national library community sees future library
capabilities, functions, and work _processes being transformed by these technologles
They described a much more volatile information and pubhshmg envirohment
already being influenced by online storage, distribution, and access to information.
Traditional library functions such as cataloging, storage, and preservation may -
require radically new approaches to effectively ad]ust to new mformat1on S

env1ronments

The lerary of Congress has an international presence and has selectively
engaged in international commitments. Following World War I, the Library
established a presence in Europe and elsewhere through expanding acquisition
agreements. The foreign language collections expanded to the present day to.
constitute approximately 50 percent of the Library’s book collections and -
approximately 60 percent of the cataloging workload. The scope and extent of the

Executive Summary-4




o o .- . — ———— V- - S ——
. N .

Booz-Allen & Hamilton

L1brary s fore1gn language collect1ons make the L1brary of Congress unlque among

the world’s nat1onal 11brar1es.

Several altematlve missions and roles could be consrdered to shape the

future of the Library. Three missions can be used to characterize the potential scope -
of activities of the Library directly supporting: Congress; the natron, and. the world
commun1ty of libraries, pubhshers, and scholars. Exh1b1t 2 presents the three

mission alternat1ves

. EXHIBIT 2
Lrbrary of Congress - Alternatlve Mlssmns

Focuses the Library s functions toward the

broadly defined congressronal needs and
Federal govemment plus CRS-like research.

=ongmal role of serving as the lerary of . ...

' 'Congress essentrallyacollectron llmrted to
~7:|: commentators.believe'that the national Ilbrary

~role is more lmportant than.the Congresslonal

+ | Other functions go-elsewhere or dlsappear, for . ,‘ Irbrary role. )

There would be no national library, Leaders'hlp
of the information/library community would be
mlssmg or seized by ‘others. (Some

' _example, publlc outreach..

Vrews the lerary s roIe asa natronal one W|th
some limits on mterpretatlon and cultural
programs which may be’ placed elsewhere, e g .
exhrbrts, dlsplays -

o

.|.The natlonal L|brary role would be formally
acknowledged and the lerarys R
: Ieadershlp/partnenng role strengthened

“with national constrtuencres

,‘ ’! A variation of thls mlssron would preserve the ‘
'Congressional Collection/CRS role as/in‘Mission |

This ission would requrre mcre_ased mteractron

A, but create another institution to serve as the
national library and fulfill the bulk:of: thet present :

collectton and other lerary

Fulfllls the words of the mission statement of

legitimizing the expandéd interpretation and
collection programs, the latter including -

materials in many languages and from many
countries.

| With this acknowledged gIobaI scope, the size

October 1995. The terms “make . . . useful” and. of the collection expands enormously, with

“universal collection” are partlcularly powerful in

accompanying translation and processmg
consequences S :

/
3

As a basis for assessment and consrderatlon, we have presented as optlons

two contrastmg roles as follows.

Executive._ Summary-S e
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J Independent archlve/ knowledge developer—focused ‘on zndependent
- collection building and: constituent support - o

¢ Information/ knowledge broker—focused on a cooperutzve/collaboratzve |
focal point role among networks of U.S. and other nat1onal l1brar1es and

publishers.
Exhibit 3 further descnbes these roles

— EXHIBIT 3
lerary of Congress - Alternative Roles

| The Library continues to develop and manage |- Library collections and facility réquirements
collections independently in Library and other continue to expand rapidly based on collection

Federal government facilities. Traditional strategy and policies. Traditional areas of -
original cataloging and research or development | Library expertise, acquisitions, cataloging, and
functions are performed primarily by Library ‘preservation continue to grow.in importance and
functional components and staff. =~ ‘ - are the force behind future staffing

requirements. - Future technologles are strongly
| influenced by intemal operational néeds and are
|. supported by constituent capabilities.

Library’s principal role changes from beinga © | The present Library collection would be dealt
custodian of collections with an independent with by selective retention and/or transfer.to
operational role to a comprehensive broker or other institutions with arrangements for

réferral agency. The Library initiates | -appropriate preservatlon These institutions .
collaborative and cooperative relationships wlth are likely to be well-establrshed research 0
other libraries, consortia, and the like. It uses llbranes at universites.

computer communications technology to tell an
‘inquirer which library in the nation or world has
the specrﬂc information.

Other partrclpatlng mstrtutnons would need to
demonstrate their willingness and capability to
participate in such a system, especially those
responsible for collecting, storing, and
'provrdlng a specrfred class of mformatron

The bulk of the documents that are needed bya
requester located remotely from the document
storage location could'be shipped physwally by
regular or express mail. Even with massive
digitization, many books will never be digitized.

Alternative missions and roles would have dlfferent 1mpacts on the Library’s
resources, products and services and on its orgamzatlon, const1tuenc1es, and
funding. However, even more fundamental to comparing alternative missions for
the Library is the understanding and viewpoint one holds on the role of libraries in

Executive Summary-6
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society. For those who give to libraries a major role in the preservatlon,
organization, and provision of information in the- emerging. “information age,”
Role 1 will likely be unattractive—national leadership:is simply imperative. Those
principally concerned with serving the Congress are likely to be concerned with the
possible distraction from that role that is inherent in Role 2, collaborative |
1nformat10n /knowledge broker.

In an environment of constrained financial and human resources,
streamlining, down51zmg, and strategic focus of available resources are essential.
Concepts of mission and roles d1rect1y 1mpact f1nanc1al and other resources.

Current and Future Mlssmn Recommendatlon R

The Library’s current mission should be focused and dellmrted W1th1n the
Congress/Natlon mission, and planning should begin toward a future mission of
serving Congress and performlng as a national Informatlon/Knowledge Broker.

- Current Mlssmn

As documented in the 1996 testlmony of the Librarian of Congress and his
principal colleagues before the House Subcommittee on Appropriations, the
Library’s resources and- management mfrastructure is sorely stretched to perform the
current congressional and national missions. Accordingly, unless more resources
can be provided and the infrastructure - substantially strengthened, services to
Congress should continue as the main priority. To address resotirce issues, the
following candldate areas mrght be reduced: » '

e Acquisition of selected spec1a1 collectlons

. Foreign acquisitions s

e Selected English language acqu1s1tlons

e Original cataloging A 4

* Cultural affairs activities, exh1b1ts, drsplays, and performances

Further the current m1ss1on statement might be revised today to read:

The Library’s mission is to make knowledge available and useful to

Congress and available to the American people and to provide
“leadership in creating networks of institutions that enable the world’s
| knowledge resources to be shared ‘ :

v mstead of

The Library’s mission is to make its resources available and useful to the
. Congress and the American people and to sustain and preserve a
universal collectzon of knowledge and creathty for future generations.

Executive Summary-7
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Addressmg the 1ssues 1dent1f1ed throughout thrs report in nat1onal
leadersh1p, human resources, fac1ht1es, and security, the L1brary needs to move

rapidly to develop collaborative relat1onsh1ps with its primary ‘constituencies and to

identify and address major library community issues.  This effort requlres an”
increased emphasis on Library initiatives that have been developmg in recent years
to use the capabilities of the Library’s existing workforce most effectlvely and to
reduce the operat1onal act1v1t1es assoc1ated W1th collectlon bu1ldmg

T

‘Future Mission

The future mission of the L1brary of Congress will der1ve from three pr1nc1pal
developments: S ‘

o ‘»Informat1on is. mcreasmg in both Volume and the role 1t plays in soc1ety
¢ Technology for information handhng is becommg more powerful and™'
.. widespread . , S
* Society will mcreasmgly need and seek 1nst1tut10ns to prov1de better access
to, and usability of, information. e -- :

“. The Library of Congress, as the recognized ”natlon s llbrary,” is well-pos1tloned
to occupy a leadership role in guiding the development and coordinating the
functioning of networks of distributed information. .The Library would become an
electronic broker controlling standards, access protocols, and-classification and

indexing systems. Collections would be largely decentralized to other institutions,

probably by subject matter and/or format. This mission concept would involve a,
huge undertakmg, which would occur over a perlod of 10 to 20 years.

" A new and changed mission requlres ‘the’ thoughtful and thorough
examination and debate that the L1brary s heritage deserves. To help accomplish
this change, the Librarian needs to take the lead by preparmg a detalled plan that
outlines the pros and cons of the recommended mission and role as well as other
possible alternatives. Then all the affected stakeholders—Congress, government
agencies, state and local governments, libraries, publ1shers, information handlmg
businesses, and others—should be invited to join in examining the options. At the
end of this process, the mission of the L1brary of Congress should be affirmed in law.
and the level of resources should be prov1ded that w1ll enable the L1brary s future to'

be as d1stmgulshed as its past.
MANAGEMENT PROCESSES

The exammat1on of institutional management processes at the Library stems

from concerns raised both externally and mtemally about the direction and

management of the mst1tutlon Many of these issues had been recurrmg themes i
through multiple previous studies and discussions with Congress.

Executive Summary-8
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e The respons1b111ty for technology act1v1t1es d1v1ded between Informatlon
| 'Technoogy Services (ITS) and the’ serv1ce units " | N
o The lack of author1ty to follow through on L1brary-w1de securlty 1ssues
o . The lack of an mst1tut10nal advocate at the Library for long-range fac111t1es
,plannlng and an unclear division of respon31b111ty between the Architect
. of the Capltol and the L1brary o SRR o
e Lack of a training director with a large part of the workforce nearmg
retirement and no plan to replace critical skills.

' Recommendations

The lerary needs to capltahze on 1ts strengths, provrde for 1ntegrat10n across
the institution, and, most importantly, build commitment to ensuring
'accountablhty, proactrve decision maklng, and 1mp1ementatlon The Library
should: L _ ,

o Institute a comprehens1ve planning and program exectition process that
builds on components in place and links plans to explicit mission
~ elements and outcome-oriented measures of performance. -
‘e Improve the delivery.of support services—technology, human resources,
-and facilities—and better mtegrate these functions into the lerary s .
- operations with the Library mission and strategy
o Institute L1brary-w1de mechamsms to measure performance and monltor
- results. o v : oo

OPERATIONAL PROCESSES

- Our study of the Library’s processes took two forms: profllmg the Library’s
major processes and detarled examination of the management of two collections—
books and photograph The proflles are made up,of flow charts, throughput data, o
and staffing data for the processes (Appendlces E,F, and G) T |

Findings and Conclusions

* The Library manages its collections on a functional basis. It does not control
or measure collection managemerit as a process A functional management
approach focuses on guiding, controlling, and improving functions and resources
along and within the organizational structure and components. ‘

A process management approach focuses on guiding, controlling, and
improving the effectiveness of a business process across an organization to deliver
products and services. This difference is shown in Exhibit 4. Typical results from
process management practlces include reducmg backlog problems;” eliminating -
Var1ab111ty in workloads, and increasing the quality and con31stency of products and

services.

Executive Summary-10
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CEXHIBIT 4.
. ._Proces_s;;Mana»gement;:

. Acquistion . " 'Cataloging Preservaton - . Serviiing  .Disposal . . |

Organizational: Functions SR
R » ‘ 17}

This concept is based on the reahzatlon that producmg a’ product and
dehvermg a service requires activities and internal processes that:cut across the
organization. This approach has the effect of highlighting the integration of, and
communication between, people and functions within the organization and 1ts
customers. 'Furthermore, it facilitates the identification of non-value-added’
activities and deals with the’ admlmstrahve activities ‘as well as the process -
activities. One of the main benefits and purposes of using a process: management
approach is that it provides the understanding of how to control, manage, and

constantly improve how the organization delivers its- products and serv1ces m B

response to changmg customer demands' and 1nput variables. -

"Current reporting systems do not prov1de appropriate visibility of process.

drivers and controls. These reports are geared mainly to providing information for

the Library’s annual reports, measurmg the levels of arrearages, and producmg key
indicators. '

For collections, the existing mformatlon systems are not mtegrated do not
permit tracking of work in process or identify the specific location of an item in
circulation, and do not support maintenance of inventory records. We found no

- controls or procedures for moving work and materlals through the collectlons

process.

The effects of acquiring large collections are not dealt with in a programmatic

or systematic method. We noted that the coordination of and planning for
acquisitions of large collectlons are not based on systematic analysis of the overall

effects of the acquisition on the functlonal areas of the Library. Such factors as the

Ao
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current collection’s arrearage status and the requirements for preservation,
catalogmg, storage, servicing, and budget are not considered in a coherent or
consistent manner. Overall, acquisition is ot treated programmatically to
‘understand and plan for the workload and resources requlred to place a collection
into serv1ce in a timely manner. v

Operatlng level improvement initiatives are not mtegrated along the
collections management process. Operatmg level units in L1brary Services have

- initiated a number of projects to improve procedures and services. However, for

the initiatives we found, there were no lmkages to.an integrated effort focusmg on
improving the collections management process across operating units. It is
necessary to make system-wide changes to a process before modemlzmg the

d &.,

The cataloglng functlons in the Copynght Offlce and the lerary are
significantly different in both form and purpose. The Booz:Allen effort reviewed

_ the Copyright Office from & process perspective to determine- synergism between its

processes and those of the Library’s collection management. Although the'
Copyright Office catalogs items, both the purpose and details of the cataloging are
substantially different from that performed for either the Library collections or the
library industry. To have the Copyright Office catalog in the same manner as the '
Cataloging Division would require a substantial increase in complexity and
workload. Consequently, they offer essent1ally no: cross-orgamzat1onal processmg
beneflts SRR : ¢ i

Although CRS is markedly dlfferent from other parts of the lerary, 1t faces
some of the same challenges stemmmg from infrastructure support. Similar to -

collections management by the Library, CRS uses a number of information systems
for storage, retrieval, and tracking that are not mtegrated into a broader structure to

support the CRS processes. Although CRS tracks significant amounts of data, its

focus and use of the mformatlon is more transaction reporting than process

management.

Recommendations

'In order to streamline its processes and resource utilization and effectively

manage its collections, the Library should reengineer its operational processes.

e Define and : manage the’ Library’s operat1ons from a process management
perspectlve | .

e Plan and manage special and large acqulsltlons as projects separate from
the normal inflow of mater1a1

ORGANIZATIONAL STRUCT URE

The organlzatlonal structure of the L1brary of Congress has evolved
over time to focus resources and respond to a series of internal issues and
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problems The recent past (from 1988 to 1996) is marked by three ma]or
Library reorganizations and numerous shifts in personnel assignments.. The
present Library organizational structure is based on a reorganization initiated
in late 1995 to address repeated concerns about its ability to make decisions
and hold people accountable p :

Findings and Conclusions

The Library’s functlonal organlzatlonal structure ‘impedes its ablllty to
integrate its operations and i improve performance. As described previously, the
Library manages its collections on a functional basis (acqulsltlon preservatlon, and
cataloging) rather. than'as an end-to-end | process Likewise, support services tend to
be managed vertically within the support service rather than horizontally, across

the organization being serviced.

Despite frequent changes in senior management assignments and
organizational structure, the Library has been unable to address its infrastructure

‘and support services problems. Library support'serv1ces, including Human

Resources, Information Technology Systems (ITS), Facilities, and Security, have
been frequently identified as'not being; effectlvely mtegrated with Library operations.
A consistent finding among the Library support services has been a lack of
functional strategic planning and integrated, L1brary—w1de operatlonal planning.
These issues are exacerbated by a broad span of control for some senior executives
and multiple layers of management, which result in centrahzatlon of some
operational decisions and lack of adequate guldance or d1rect10n in other cases

In analyzrng the prospects for moving major lerary actlvmes to. ther
agencies, we' concluded that, while transfer of the Copyright Office from the lerary
to another organization may not have negative operational impacts, the benefits of
such a move are unknown and may cause significant disruption. There is little
operational reason for housing the copyrlght function at the L1brary 0 ongress
But physical relocation of the Copyright Office could mcdr an annual cost to the
recipient of $800, 000 for' leasmg facilities. One of the major bénefits of thie current
arrangement is that copynght deposns are a srgmflcant source of materlal for the

arrangement could be made i in law that the L1brary would contmue to recelve these
deposits in any case. . SR

| Slmllarly, the relatlonshlp of the Congressmnal Research Service to the
Library is not dictated by operational process interaction or opportunities for
synergy. CRS obtains much of its information from sources other than the Library,
and it organizes its operations differently. However, there is no compellmg
rationale or beneflt to decouplmg the CRS from the L1brary ot

Recommendatlons

We are recommending several adjustments to the Library s orga’niz}ational

structure. However, we strongly recommend that the Library take proactive steps to

focus management attention on makmg the newly estabhshed orgamzatmnal
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structure work. These steps should include clarifying roles and responsibilities and
improving management and: operational processes:and service: dehvery across the
1nst1tut10n. Our recommended changes are drsplayed in Exhibit 5. Ly

’

"EXHIBIT 5 , -
Recommended Organization

. COngressloml Relatlons Oﬂleo
¢ |'s Development Office” *
| + Office of Communications ..
« Office of the General Counsel
;|.* Office of the Inspector General’
. Personnel Schrny Office "'

T
L

. Chief of Staff -
nnd Senlor Advlaor for Diverslty

a Librarian of Congress

= == e e i e
_ { Executive Committee, Senior . ! -

- H Management Heporllng Group }

0 lnformatlon Teehnology Sysmns '
' R&D Processes Leadership: .
(Opomﬂonnl Sharod Servlm) S

* Financial Services.:
+'Human Resources. '
.+ Integrated Support Services
{Operational Shared Solvim)
. = Designated Facilities Officer. . .
- Designated Security Officer

o “Conélzesslonal’
. Research Service

Library Services “Copyright 'Law Library

Specrflcally, we recommend a number of changes in roles in the L1brary
which should i 1mprove operatlons of key functlons ‘ '
. Estabhsh a permanent Deputy lerarlan as the L1brary s Ch1ef Operatmg
. Officer and clarify the role of that position by mvestmg it w1th lerary-
. w1de operatlonal dec151on-mak1ng authority = .
"o Elevate the Chief Financial Officer position to. focus greater attention on
improving the Library’s financial systems and controls o
e Establish a Chief Information Officer (CIO) posmon to help 1mplement an
effective Information Resource Management (IRM) strategy that integrates
the ‘requirements of the L1brary s broad commltments to 1nternal and '
" external customers and its future mission |
. A531gn 1eadersh1p and responsrblhty for, ma]or processes. to. md1v1dua1
“process owners” who have authority to provide leadership across
organizational lines for security, facilities, and planning and program
executlon processes.
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REVENUE,oPBORTﬁNiT}Es f S

As part of the overall assessment of the lerary of Congress, Booz Allen
explored the potential revenue stemming:from existing or additional fee-based
services: full recovery of copyright registrationcosts; chargmg pubhshers a fee for .
cataloging; charging commercial researchers a fee for:using Library services and
facilities; charging fees for interlibrary loans. Expanding fee based opt1ons to provrde
additional revenues Would help to offset costs of needed 1mprovements in the

L1brary operatlons

Flndlngs and Conclusrons SRR EER TR R Sk -r"'“':;‘

Opportumtles to increase the reveniue stream of the lerary of Congress do
exist and-vary significantly in the additional funding they mrght prov1de. Exhlblt 5
summarizes the overall revenue:potential associated with recovering full-costs in
each of the four areas we analyzed

1‘ P

... EXHIBIT 5 2 ,
Revenue Analyses Offsettmg Value of Items Recelved

Copyright© *"i'[" :12,600 | - 24,000t029,400 |- ot | "n24000to29400
Registration®: roan o el R ST R TR ST T
Loooge o 12,6000 | 240001029400 0 |- 13,206 ,;ft»,1o7o4to161o4-:-,__ .
Charging - - | o ol 7,500107:600 1,670 0 | 20 1 5,830105,930 0
Publishersfor. .. |- .- = - B T ooy b SR
Cataloging L R L
Interlibrary . 0. |- . s578t0878 | .. 11. |  s67to867. .
Loans , A - ) o
Charging 0 Cost Data Not Available Cost Data Not Cost Data Not’
Commercial .. . N P L Available |~ Available
I Researchers _ : IR T L
TOTAL | 12600 |~ s2078t037678 |.. 14977 | 17011022701

? The first row: assumes the Copyright Office would continue to receive copies of registration material at
no cost as currently legislated: The second row assumes the Lrbrary would purchase $13,296,000 of
materials for the collections which it receives today at no cost. We predlcate the latter assumption on
the fact that Copyright Law, as currently written, provides copyright protection regardless of whether
or not the creator submits a registration. ,
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Two of the services stud1ed 1nterl1brary loans and chargmg commercial
researchers, have a low volume, thus limiting their revenue potential. - As ‘shown -
in Exhibit 5, the Library lends relatively few items to other libraries; the potential
revenue is under $700,000. Services to commercial researchers are commonly
limited to those requests. that can be handled in a two-hour time frame. Any -

“additional revenue from those fees would have to be-offset by add1t10na1 costs. for

performmg research that currently is not performed

Slgmfrcant revenue potentlal exists for copynght reglstratlon and cataloglng,
but pursulng this revenue potential must be examined in light of precedent and the -
Library’s mission. We believe the revenue potential from recovering full costs for
copyright registrations and charging pubhshers for cataloging should be addressed. -

' within the broader context of the Library’s mission. Because the copyright

registration and’ Catalogmg In Publication:(CIP) programs prov1de considerable

contribuitions to the-Library’s collection, the effect of i increasing: or mtroducmg fees :

for these services may adversely affect that part of the L1brary s mission..

However assuming a dec1sron to maintain copynght and catalogmg in the
L1brary and to charge fees for services, we believe that fully recovering copyright
registration costs offers significant opportunities both in terms of additional
revenue to be captured and relative ease of implementation. The additional
revenue to the L1brary is substantial—ranging from $11 million to. $17 million.
depending on various assumptions. Of the four services studied, only the. Copyrlght

 Office currently has the appropriate support structure in place to-recover cost. The

base fee for copyright registrations can be mod1f1ed only by law; however, the
Copyright Law does provide the authority to adjust base fees at 5-year intervals to
reflect changes in the Consumer Price Index (CPI). Despite the authority to adjust
fees by regulation, the Copyright Office has elected not to do so. ‘As a result, fees
have not increased as often as changes in cost would demand or current law would
allow. The Copyright Office meets two key criteria for pursuing a fee-based service:
significant revenue, which makes putting the necessary structures in place -
worthwhile, and a strong argument and precedent, which can help dlffuse poss1b1e
negatwe reactlons from the customer and stakeholder base | BN

- We have est1mated that the potential revenue to the Library from chargmg
publishers a fee for cataloging represents a significant amount of money as well—-on
the-order of $7,500,000 annually. Recovering this potential revenue, however, may
be complex. Both Library of Congress management and many of those outside the
Library perceive cataloging as a core service of the Library. :

The Library does not have the financial mechanisms in place to support
additional fee-based services. Charging fees for services works best when.the...
appropriate financial structures, such as revolving funds, are in place The L1brary
does not have the fee collection and reimbursement mechanisms in place for-any of -
the services studied other than for the Copyright Office. As mentioned, only the ‘
Copyright Office currently has the appropriate support structure in place to’ recover

Executive Summary-16



“divided among multlple off1ces w1thout a smgle process owner for L1brary-w1de _

lacks a clear technology vision to support processes within the Library and the
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cost. The costs of establishing these mechanisms for other services need to be- :
estimated and included in the analysis to assess the real revenue potent1al from
these services.” In addition, the Library does'riot developdetailed ‘cost data for an.
individual d1v151on ‘nor does-it have a’ framework for determmmg Whlch poss1ble
fee-based serv1ces have strong revenue potentlal N :

Recommendatlons o

The lerary should focus efforts on 1ncreas1ng revenue Spec1f1cally, they |
should:

e Pursue full recovery of copyrlght costs. e b i
 Develop a comprehensive plan to. explore in detall the potentlal revenue
from chargmg publishers a fee for catalogmg and how to, address '
-stakeholder concerns |
e Develop a strategy and approach for quahfymg potentlal fee-based serV1ces ,

o Develop legislative strategy to prov1de the lerary with the f1nanc1al
. mechanisms and authorlty needed to 1mplement fee-based services.

There are common mfrastructure 1ssues that must be resolved 1f the L1brary is .
to successfully meet the emerging challenges to future mission, accomphshment
This infrastructure includes facilities, security, 1nformatlon technology, and ‘human
resources. '

General Findings and Conclusions’ :

The lack of strateglc-level plans for lerary support elements means that o
significant effort is spent resolving the near-term rather than strategic i issues and
problems. The support infrastructure operates in a reactive mode.

In addition, elements operate in a stovepipe manner, with individual -
systems for individual functions. Responsibilities for similar functions are often

matters.

The strategic planning shortcoming is most severe in the 1nformat10n
technology realm. The Library tends to approach information technology as a
support maintenance activity, while technology is revolutionizing the way people
work, learn, and live." Although ITS has a Strateglc Plan (last revised in September
1995), it does not include a vision for the future that includes IT as an enabler of the
Library’s mission, an integrated IRM architecture, or performance improvement
objectives that are measurable and linked to mission performance. The Library
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creation of networks of mst1tut1ons that enable the World’s knowledge resources to
be shared N S £ R IE EUET SN T R NN TSI TR S ST S 8

s In fac111t1es, there is. no comprehenswe plan for the eff1c1ent economlc, and
secure. management of facilities and collections. . Facilities plannmg and -
management is not treated as an mtegral part of the lerary mission. . Although
some isolated planmng studies and reports define short- and long-term collection
storage needs, there is no comprehens1ve, integrated, L1brary-w1de strategic facilities
plan. W1thout such a plan there is no formal. process in place to:

o Describe the mter-relatlonshlp between the mission of the L1brary and
~ facilities operations
* Define Library-wide space management standards
o ‘""Identlfy facilities opt1ons “fo: ‘meetmg space requ1rements and fully
- develop feas1b1e alternatives. R
- No attempt has been made to determme how technolog1cal advances in on-
line storage could be leveraged to reduce future phys1cal storage needs Such an
analysis could result in S1gmf1cant long-term cost savmgs L 'f, -

St '-,':

Slmllarly, secunty operates in a reactive mode, respondlng to issues as they
arise. Although the Library has taken steps to improve security of the collections,
there continues to be allegations of theft and mutilation. There is no single source

of policy or requirements for Library security programs nor a. comprehensive
assessment of risks. In‘addition, the Library’s allocation of resources for secur1ty is
not well tracked making it d1ff1cu1t to assess the L1brary s total cost or to evaluate o

outcome agalnst 1nvestments

- Additionally, the resources and skills of the staff responsible for
implementing new technology are, in many instances, rooted in the mainframe
computer of prior decades. The Library does not yet have the critical mass of
technical ‘talent needed to expand and sustam m1t1at1ves such as Natlonal D1g1tal -

Library (NDL).

General Recommendations

‘The L1brary’ s greatest challenge is. to thlnk more strateglcally about secunty,
facilities, human, and information resources management and their relationship to

fulfilling mission ob]ectlves The Library should:

. Develop L1brary-W1de Strateg1c Plans for secunty, fac111t1es, human :
resources, and information resources o
e Establish. mtegrated consohdated and shared data bases for computer- L
- aided facilities management (CAFM), human resources mformatron and
~ tracking, and security related data

e Plan, design, and manage.initiatives in mfrastructure 1mprovement as
investments with appropnate controls and performance evaluations .
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Defme funct1ona1 personnel sk1ll requlrements for the future and developv
plans to respond to new technolog1es, changmg m1ssmns, and potentlal e
staff turnover - S o ( R :
o Update and 31mp11fy pohc1es and procedures in mfrastructure areas
e Designate quallfled senior professronals, 1nclud1ng a Chief Informatlon _
Officer (CIO), for each infrastructure support area t6 lead accomplishment -
of key needed 1mprovements -

Specific Fmdlngs and Conclusmns |

In addition to the 1nfrastructure overarchmg issues addressed above, there are
a number of findings, conclusions, and recommendations spec1f1c to each functronal
area that need to be addressed. i

FACILITIES

The Library’s ‘mission and supporting goals are mhe‘rently facility intensive.
Available space to store the L1brary s contmuously growmg collectlons has nearly
run out

The lack of approved and promulgated corporate space standards 1nh1b1ts the
establishment of a realistic facilities baseline. As a result, the efficiency and equrtable
distribution of current space use cannot be determined (and therefore controlled), =
and a supportmg, audltable pro]ectlon of addltlonal space requrrements cannot be

made
Facilities Recommendations: o
- One of the Library s greatest challenges is to treat facilities as an important

strategic element for accomplishing the Library’s mission. Accordingly, the lerary
should: ‘

e Perform a comprehensive, forward lookmg analysis of space needs against
mission priorities
¢ Centralize the prlontlzatron and dec1sron-mak1ng about space needs

e Develop comprehensive, uniform, qualitative, and quantitative space
standards for all L1brary fac1ht1es and for each type of functlonal space.

SECURITY ' - T

The Library has a number of secunty related problems resultmg from a
fragmented organization, ineffective managemerit procedures, lack of a clear
security policy, ill-defined requirements for collections security, an mcomplete risk
management process, and no comprehenswe security plan. -
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The lerary does not orgamze and manage its securlty functions inan
effective manner. There is no single individual responsible and accountable for
overall security of the Library. :Several divisions have separate and distinct
programs with their own-policies and guidelines. The management and -
implementation of electronic security is currently. divided between Protective
Services and the Archltect of the Cap1tol (AOC) A 51m11ar srtuatlon ex1sts with

respect to computer secur1ty

The Library’s has not designated r e5"1:’0n81b1hty or authonty for S

~ computer security applications and data. The acting manager of Protective

Services Division (PSD) does not have the security background needed ‘to lead
the technical and operational 1mplementat10n of L1brary computer or .
physrcal secunty programs : e

The lerary s budget structure makes it difficult to’ determme spec1f1cally how
much money is spent on security. Thus, it is difficult to accurately assess the
Library’s total security costs. It is also difficult to determine whether the Library has'
spent money on the appropriate security initiatives since it has not completed a
comprehensive risk assessment that would form the basis. for budget decisions.

The Lrbrary’s secunty program does not conform to generally accepted o
security practices. There is no single, comprehensive set of security requirements
for Library collections programs.. Without a requirements baseline, the Library has
no comprehensive set of standards, or yardstick, by which to conduct:or.measure the
effectiveness of its security. programs. As a result, security is. often evaluated only in

* terms of events, such as the theft or mutilation of books. ‘Also the Library does not

have a single, clearly documented security policy. The L1brary has no method or
procedures for systematically evaluating or analyzing risk. The Library does not
have a risk management program that includes a comprehensive assessment of the

_security risks associated with its current operations. ‘Managers from within PSD

provide ad hoc risk assessments-in concert with managers of the collections. With
respect to computer security, the Library has not performed a risk assessment of. 1ts

information systems.

Security Recommendations

The lerary needs to organize and manage its security functlons in a less
fragmented manner. The Library should:

J Identlfy a single Library Securlty Offlcer (LSO) respons1ble for all securlty
functions ,

e Implement a comprehensive risk assessment process .

e Establish a comprehensive and overarching security policy
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. Tran51t1on full respons1b111ty for the des1gn, component selectlon, _
installation, integration, and operation of all permanent and temporary
electronic security components. and systems to the AOC

. Prov1de management with more-detailed information on securlty
program costs and performance .

TECHNOLOGY USAGE

The lerary does not view technology in a strategic context nor has it focused
on what information is needed to run the organization. This situation is evidenced
by the fact that there is no single system-level architecture (complete witha
performance measures management component) in ‘place that can fac111tate the
organlzatlon S dec1s1on—mak1ng process. A greater strategic focus on Informatlon
Resources’ Management (IRM) would posrtlon the L1brary to make better use of :

technology

As the L1brary increases its use of technology, the overall infrastructure

‘becomes an mcreasmgly critical factor affecting the ability of the Library to

accomplish its mission. lerary systems are not currently integrated at a level
appropriate to reduce interfaces between systems, lessen the need for mamtenance

_ resources, and m1n1m1ze redundant data

‘The. lerary is in transition regardmg the types of mission: support systems it
is implementing. It is moving from building the internal data repository
capabilities, represented by the core legacy system, to systems that are designed more
to automate processes. 'This' means that the operatlons of the L1brary are - ' ’
1ncreas1ngly becommg coupled to the systems des1gned to support them

The lerary needs to decrde whether to bulld new systems 1n-house or. to
outsource future systems development. The Library has a core dependence on =
legacy systems that have been in operation for over 20 years. Legacy systems are -

. complex; increasingly difficult to maintain, and cannot evolve in line with: future

lerary requirements. If the Library is asked to assume an information broker role -
in the future, it must move to new, interactive technologies that facilitate data
sharing among geographically dispersed organizations. These legacy systems will -
not accommodate such changes

Technology Usage Recommendatlons

,The Lrbrary should

e iAdopt an IRM approach to mformatron 'The L1brary should begm by
changmg how it views,. collects, and uses mformat1on m order to’ achreve

. its mlssmn ob]ectlves -
o Expand the purview of its IT. S organlzahon to promote and sustam the
IRM function
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* Develop a target architecture to support long—range goals to include:
- A stfuctured configuration audit of all ex1st1ng systems to establish an
accurate conflguratlon baselme, ‘ ’
— A plan to transition to the target architecture; and
' The mechanisms to control this architecture, and to keep it documented

- o Develop detailed, workable transition plans for Library legacy systems
* Determine whether to build new systems in-house or to outsource future
systems development. :

HUMAN‘RESOUR]CES

.The Human Resources functlon cannot meet the challenges of the future.
The Human. Resources function at the. L1brary has some significant issues, wh1ch
will 1mpede the Library’s ability to support the ongoing and future needs. of ‘the
services units. Spec1f1cally, the Human Resources function at the lerary is.
problematlc in the areas of labor relat1ons, recruitment and selectlon, and trammg

The lerary needs an 1nnovat1ve approach to estabhshmg posrtlve labor-
management relations. In order.to address the concerns of both labor and .
management, the Library must ‘adopt new methods for increasing communication
between labor and management. Labor-management relations at the L1brary are’
largely dependent on the membership of the unions and the personalities involved.
Only an innovative approach, which includes-an agreement to cooperate by both
parties, can change the overall atmosphere. of mistrust at the Library. As a means of
creating a breakthrough on'developing more effective labor management relations, -
the Library should select a relatively small and severable unit within a larger-
bargaining unit. The Library.and the-union could then negotiate a much s1mp11f1ed
set of terms with stricter adherence to time frames. These guidelines would be
applicable:to this group only. . The format would emphasize discussions, not paper.
The pilot would have a definite duration of less than an entire 3-year contractso -
that it could be properly reviewed, modified, and extended if successful.. Training
would be included for all employees, supervisors, and managers covered under the
pilot. - Specific criteria would be-identified to show demonstrable improvement (e.g.,
fewer grievances). If the pilot succeeds, it would demonstrate to other parts of: the

.L1brary ‘the benefit of working differently.

The Human Resources personnel/processes are not equipped to handle
changes to recruitment or selection requirement‘Sf‘sfthat may result from innovations
in technology, changes to the Library mission, or sizable staff turnover. The service
units operate independently in developing recruitment plans: with little guidance
from Human Resources Support. The Library’s core processes require specialized
skills prov1ded by a very talented workforce. Howevet, estimates indicate that 50
percent of the workforce will be eligible to retire by 2005, and 70 percent by 2010. The
Human Resources Service Unit does not have the skill base to plan for or execute
workload and staffing change requirements. Further, itis currently not able to
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coordmate stafflng among the L1brary serv1ce umts to effect long-term, strateglc
needs ‘ : _ : : B

The L1brary has expended srgmflcant contract dollars to 1mplement the *

requlrements of the Cook Settlement (Cook v. Billington; ‘August-1994), which

adversely impacted and encumbered the h1rmg process, mcludmg training, ]ob
analyses, and affirmative action reviews. ' While the Library is in compliance : w1th |

- the currenit requiréments of the Cook ‘ruling, failure to design and implement a

more efficient selection 'system, coupled with failtre to plan for expertlse requlred to’
manage the system, have caused the *lerary to'expend much effort at the'e ‘expense of
other'Human Regources support services. Exarmples” of areas’ ‘needing 1mprovement
include p011c1es/ procedures rev1sron and standard apphcatlon of performance '
revrews i T T : o

~ Training is not vrewed as a strateglc 1mperat1ve and not valued or supported
by the Library’s: top: management Training is sporadic and inefficiently.provided
and does not reflect ongoing assessments of employees skills requirements, job
requ1rements, and organizational goals “Without ongoing’ programs to assess k
employee-skills, determine skills gaps, and ‘determine future ‘skills requlrements,
the Library is unable to plan for and accommodate, through trammg, changes to the
workforce sk111s base :

Human Resources Recommendatlons

The lerary needs to make a concerted effort to 1mprove 1ts human resources .
management function. The lerary should o S

. Develop systematlc ways to mcrease commumcatlon between labor and
. \management ‘ ‘ . e e o PR
e Continue 1mp1ement1ng 1ts many competrtlve selectlon 1n1t1at1ves and
place an employee selection expert in an oversight role: n
* Update and simplify all policies and regulatlons

. Develop a strategic approach/ plan to grow-and sustain the expertlse and
mtellectual capital required for the workforce of the future as the L1brary
. experlences 51gn1f1cant ret1rements or turnover. :

. ‘Ensure standard appl1cat10n of performance apprarsals
o Ensure that all Human Resources staff members are qualified
. Investlgate alternative methods for providing human resources services

J Strengthen the position of the Staff Training and Development Office, -
c ensurmg that staff. develoPment is of strategrc 1mportance in achrevmg the
L1brary s mlssmns and goals R R |

B I R R )
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The Library of Congress is a. valuable and important Federal institution. that -
serves the government as well as other 1mportant organizations throughout the. .
nation. But, the well bemg of the Library is challenged today by a variety of i issues
ranging from its basic mission and role to the management and operatlon of its
programs and support functions.- SERSE LT T SN ,

The L1brary has had a heralded past but the key questron now.is: ”What hg
ahead”’ Making the Library, a first class institution for the future will requlre much
work by Library officials. But, that work will only be fruitful in a supportive
legislative environment. Therefore, we recommend the. .Congress commit to a -
long-term series of oversight hearmgs on the management and. operatlons of the :
Library to. prov1de the continuity. of interest and. .support. needed to.give the L1brary a
future that is both useful to the Congress and to the nation and results inan . . -
operatlonally eff1C1ent and effectlve organ1zat1on : : ,

COMMENTS OF THE LIBRARY OF CONGRESS

The General Accountmg Offlce prov1ded coples of the Draft F1nal Report
dated April 19, 1996, to the Library of Congress for their comment. GAO and ..
Booz-Allen staff then met with L1brary officials on April 24 and 25, 1996, and .
discussed some of the factual matters in the report. The Library also provrded
technical corrections that we have made in this report. Further, the Acting Deputy
Librarian wrote to GAO on April 26, 1996, providing overall comiments on the
report’s recommendations and overall findings. The Acting Deputy L1brar1an s |
letter dated April 26, 1996 is included in Appendix N of thls report it

Generally, the Acting Deputy Librarian agreed w1th our fmdmgs, conclus1ons

~ and recommendations. He indicated that-the Library will’use the report’s data and

findings as it updates its strategic plan and implements an updated management

- improvement plan. He also- pomted out that the lerary has already begun to

address some of the recommendat1ons made in our report

Although the Acting Deputy L1brar1an sa1d the lerary generally agreed with
our report,. ‘e also said that the L1brary questions the methodology used in arriving
at some of our findings. He said that data gathered from inadequate focus groups
were offered as benchmarks for study or emulation by the L1brary throughout the
report, but that there was no indication that thése benchmarks were subjected to the
same in-depth analysis as the: L1brary s system and processes to which they are -
compared. As we pointed out in our report, we used several data collection-and
analysis approaches.. We supplemented the data gained in focus groups, for .
example, with publlshed hterature, source documents, mterv1ews, case: studles, and -
process reviews. With respect to the benchmarks we suggested we based our

* suggestions on data developed from our site visits to 14 Federal, university,

municipal, and private sector organ1zat1ons We interviewed over 50 individuals at
these organizations. : ]
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The Actmg Deputy Librarian also indicated in his Apr1l 26 1996 letter that the
Library disagreed with our assessment of its mission and would provide detailed
comments on the L1brary s mission to the ]omt Comm1ttee on the Library on May 7,

1996.

Fmally, the L1brary dlsagreed w1th some of our f1ndmgs on securlty The ,
Acting Deputy Librarian said that the L1brary maintains a disaster recovery plan for
its computer system and has appropriate respons1b111ty in place for its computer
security. However, as late as January 1996, in interviews with Library ITS personnel,
Booz-Allen received different. information. When asked the question about disaster
recovery plannmg for their systems, Library personnel responded that they. had |
material on disaster recovery planning and had discussed it but as yet had not .
developed a plan which documented. their 1ntent10ns ‘Booz-Allen also noted that
Price Waterhouse, in its financial audit, reported the same fmdmg (see p. 6-34 of the
PW report). Further, our recommendatlon for a responsrble official for securlty
relates to overall secunty 1nc1ud1ng computer physmal and personnel securlty

Executive Summary-25
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1.0 BACKGROUND B

The L1brary of Congress is the world 's largest hbrary, d1rect1y servmg the ’
Congress, a broad national constltuency of the Arierican pubhc and its libraries, and'a -
worldwide research community. With almost 200 years of growth and development as
a legislative library with a broad national role and international presence, the Library
must respond to challenges that will test its human and financial resources and that W111

define 1ts role in ‘the natlon and the world for the next century

Ongmally established by Thomas ]efferson to support the leglslature, the L1brary
of Congress still adheres to the ]effersoman concept of umversahty-—that there'was "no
subject to which a Member of Congress may not have'occasion to refer." The Library's
legislative support role-was strengthened in 1914 when'the Legislative Reference
Service, currently the Congressronal Research Service (CRS), was established to provide:
research and the scientific use of information to solve problems and support pohcy o
decisions. Other lerary serv1ces also prov1de s1gn1f1cant congressmnal support

From the late 1800s, the lerary began developmg a broad nat10na1 and pubhc

service role that grew into its current role as the de facto national library. In the early

1900s, the Library's classification and cataloging schemes and printed catalog cards
established bibliographic standards and encouraged cooperation among librarians and-
scholars nationally and internationally. In the 1960s, the Library created its Machine
Readable Cataloging (MARC) format for converting, maintaining, and distributing
bibliographic information that became the national standard in 1971 and the
international standard in 1973. These two Library innovations positioned the Library as
a public leader in systematizing intellectual activity and knowledge development

Today, the L1brary encompasses a broad scope of congressronal, national, and
international activities while developing and maintaining the world's largest general
and special collections of knowledge and creativity. The Library maintains its
collections of classified books and pamphlets and special format, language, and subject
materials in three large, historical facilities on Capitol Hill—the Jefferson, Adams, and
Madison Buildings, and in various annexes in the Washington, D.C. area.

The Library’s collection-building is relentless. Each day the Library receives
more than 10,000 items of which about 7,000 a day or 2.5 million a year are added to the
collections. The processing and management of these large numbers of unique books
and other materials are a formidable effort that consume many of the Library's
resources. Throughout its history, the Library's collections have provided the basic
institutional resources through which Library capabilities and its leadership have
developed. Currently, managing these sizable collections challenges the Library's
operational capabilities and resources, and has resulted in identified issues with
cataloging arrearages, security, overburdened facilities and human resources. Over the
past several years, these issues and Library approaches to addressing them have
focused congressional interest on Library operations.

1-1



: Wlthm the context of- these external influences, the Library of Congress w111 need to

 response to specific issues. In December.1995, the GAO contracted with Booz-Allen &

' management

Booz-Allen & Hamilton ~

The scope of the Library of Congress constituencies and operations is broad.
With approximately 4,500 employees and an annual: budget of approximately $370
million, Library operations are currently managed through an Executive Committee
and Senior Management Reporting Group and four major services operations: L1brary
Services, the CRS, the Register of Copyright (Copyright Office), and Law Library. -
Legislated respon51b1l1t1es range from collections acquisition, catalogmg, preservatlon,
and collection management to delivering products and services to a'broad national and

- international constituency including Corigress; libraries, publishers, scholars; the bl1nd

and physmally handicapped, and‘a wide cross—sectlon of the American pubhc

At the end of the 20th century, the future roles and capabilities of the: L1brary will
be influenced by significant external trends and forces. These-include the following:

. Redefmmon and downsrzmg of government, roles and scope - :
.. _Revolutlon in digital 1nformat10n technologles U o e o |
o . Explosion of 1nformat10n and publ1cat1ons worldw1de g e e e
‘e Redefinition of the role of 11brar1es inthe d1g1tal age
e Knowledge as a basis of economic value
e Globalism and international economic compet1t1veness

clarify its role and direction as a Federal institution. It will need to-develop.the ~ - =
capabilities, processes, and organization to address its existing issues and to position
the institution to effectively perform its future roles :

In August 1995, the Senate Approprlatlons Comm1ttee, in a letter to the
Comptroller General for the General Accounting Office (GAO), requested that the GAO
performa nianagement review and financial audit of the Library of Congressin . '

Hamilton Inc. to conduct a management review of the Library to support Library FY
1997 congressional hearings. To complement this management review, GAO also
contracted with Price Waterhouse to- conduct a review of the Library’s financial

11 Objectives and Scop'e"

Booz Allen was engaged by GAO to conduct the management review of the
Library of Congress by examining four major issue areas, principally through analysis
of three major services of the L1brary Exh1b1t 1- 1 lists the focus of this management

review. .
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. .. EXHIBIT1-1 .-
Management Review Focus ‘

General Management

‘ ;Hu‘man, Resources
Products, Servrces and Fees
Facilities - "

_’Secunty

,.‘;, Y

:.|:.Congressional Research Servrce

.C:oyllection's Services - B
CopynghtOfflce B e £

'Technology Usage

The overall ob]ectlves of thJS rev1ew were to assess current operatlons and to

develop recommendations for performance 1mprovements in‘general management,

human resources, security, facilities, and technology usage: In the area of products,
services, and fees, the objective was to assess the revenue potential of chargmg fees that
recover full cost in providing four specific services..

The four issue areas proVidéd the framew'ork for focusing data collection,
analysis, and the development of overall:recommendations. Exhibit 1-2; presents the
spec1f1c toplcs addressed Wlthm each issue area.. T G

EXHIBIT 1-2 - .
LC Management Revrew Toplcs

General Management

- | Mission

Management Processes

~i7,|'Operational Processes
__| Organizational Structure

Human Resources

Impact of the Cook Case
Training

Labor Management Relations
EEOC Guideline Compliance

Products, Services, and Fees

.

Revenue Opportunity Assessments
Cataloging
" Copyrights
Commercial- Research T
_Interlibrary Loan

Facilities Infrastructure Capabilities
Security Policy, Processes, Technology .
Technology Usage Areas Information Technology Needs to Support
Operational Processes
Emerging Technologies
1-3
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12 Métlioddlogy |

The overall methodology consisted of six primary data collection and analyéis

- approaches supplemented, where appropriate, by issue area specific techniques. The

general data collection and analytical approaches included:

¢ Literature search and source document reviews
o Interviews | |
e Focus groups

e Process reviews

o Institutional visits
e (Casestudy developmen ot

¢ Inaddition, Booz-Allenis 'ct)nductmg a baselme employee survey of the
~ Library of Congress. staff / h1ch w1ll be ;completed about four weeks
following this report. ' ‘

A brief general description of each of the 51x"genera1 act1v1t1es is presented below. The
Appendices contain supportmg data i

Literature Search and Source Document Reviews

"Booz-Allen staff reviewed some 300 hbrary-related documents and mformatlon
See Selected Blbhography, Appendlx L. : T N

Interv1ews

~ Booz-Allen staff interviewed more than 150 Library staff members, outside persons
knowledgeable about the Library, mdependent or outside experts, and former Library staff
members. The groups represented are shown in Exhibit 1-3 below. Both individual and group
interviews were conducted using structured interview protocols and general discussions of
issues and Library processes and activities. ~

EXHIBIT 1-3 |
Individuals Represented in Interviews

B8 884

cRS | Copyright ISS . s Hmmn "Financial  Customers
v = . Resources - Resources - - of Library
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Exh1b1t 1-4 shows the relative numbers of L1brary and non—lerary part1c1pants in the
interviews. .

EXHIBIT 1-4 ) -
lerary and Non-Lrbrary Partlcrpants

Focus Groups

. Booz-Allen staff conducted 27 focus groups with 224 part1c1pants These were held to

'1dent1fy perspectives and issues on the Library’s mission and services and on human -
‘resources issues related to morale, labot relations, training, and staffing. The focus for these

groups is represented in Exhibit 1-5.

. EXHIBIT1-5 .
- Subjects'of Focus Groups -

Labor Relations ,. .. Employee Satisfaction
iy u i, -..-.._-.._:: 5 .. .?\.l;.-.l:.- » 5 .‘“
4
7

Training
0;gamzat|onal

Structure

Mission
Number of Partrcrpants Involved in: Focus Groups 224
Total Number of Focus Groups: 27

1-5



Booi-Allen & Hamilton

Focus groups were conducted in Library facilities in the Madiéoﬁ Buildﬁig Results of
these focus groups are presented in the Mission and Human Resources sections of this
report. Mission focus group protocols are mcluded as Appendix B. :

Process Rev1ews

Booz-Allen staff used a process management perspective to assess Library
performance. In general management issue areas, process profiles were developed to

 assess resources and workload across the Library in delivering products and services.
- Management and operational processes were profiled as baseline information for

analysis and development of recommendations. Process analyses are presented, where
relevant, for the general management and other issue areas. Spec1f1c operational .
process profiles are included as Appendix E ‘

1.3 Selected Instltutmnal Vlslts

 To provide benchmarks for comparatlve ana1y51s and to 1dent1fy current 1ssues,

‘perspectives, and opportumtles for Library management and operations, Booz-Allen

staff conducted visits to selected institutions. A total of 14 51tes was visited, mvolvmg
over 55 part1c1pants Sltes mcluded the followmg ‘

‘e Federal govemment |
- National Archives and Records Administration (NARA)
— Smithsonian Institution
— Patent and Trademark Office (PTO)

e University Libraries
- Carnegie Mellon University
- Harvard University '
- Indiana University
— Massachusetts Institute of Technology (MIT)
~ Purdue University
- University of California at Berkeley
~  University of California at Los Angeles

e Public Libraries
— Chicago .-
- 'New York City
¢ Commercial |
- Corporate/National Research Initiative
- On-line Computer Library Center (OCLC)

See further details in Section 3.3 and Appendix K.

i
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Case Study Development

~ To provide specific background on L1brary mshtutlonal plannmg, problem o
solvmg, and decision making processes, case studies were developed that provided — *
documentation and analysis of five significant Library issues. The documented case

~ studies are the following:

. * Arrearage Reduction
* _ Collections Security
o Competitive Selection Process
- o - Fort Meade Storage Facility -
o National Digital Library.
Findings documented in the case studies are mcorporated in the relevant sect10ns of this
report and served in partasa basis for our analysis of management processes. .Case

studies are included in Volume 2. Methodologies and approaches spec1f1c to each issue-
area are described in each issue section. : :

Th1s pro]ect was m1t1ated on Ianuary 2, 1996 and mcluded the followmg
deliverables: an Interim Br1efmg, dated February 21, 1996, delivered to the General
Accounting Office, the congressional staff, and Library of Congress executives, a Draft
Final Report submitted to GAO on Apnl 19, 1996, and this Final Report submitted to
GAO on May 7, 1996. - _ y ‘ -

14 Organization of this Report

The report is contained in two volumes:

VOLUME 1
e Executive Summary summarizes highlights of the report. |

e Sections of the review mclude
- Background—Describes the background of the pro]ect and the scope of our

effort.
- Opverarching Issues—Addresses issues of mission, management workforce,
and revenue opportunities that affect all areas being reviewed.
~ Infrastructure—Focuses on the areas of facilities, security, and technology
. usage.
~ Human Resources—Presents evaluat1on of the L1brary s human resources

management.
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VOLUME 2

e Case Studles-—Presents examples of various deasmn—makmg processes
-+ “within'the Library. - : «
* '« ' Comments from L1brary of Congress—Letter dated Aprll 26 1996

‘,to the ‘General Accountlng Office from the Actmg Deputy Librarian of Congress.

J Appendlces—Presents supportmg documentation and analysis referenced
. in the body of the report ; :
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21 MISSION

2.1.1 Background |

The mission of the L1brary of Congress has been the toplc of 1nterm1ttent
debate for nearly 200 years. There is no dispute that the Library - was established to
store “. . . such books as may be necessary for the use of Congress” “that were
purchased with a $5 000 appropnation 51gned into law on Aprll 24 1800 !

The breadth of the Library’s collections and, 1ndeed; many ‘of its aspirations
derive considerably from Thomas Jefferson’s observation that “there was no subject
to which a Member of Congress may not have occasion to refer.”> Various further
functions have been assigned to the Library across the subsequent decades, some
having little direct connection to its role as a congressional library. The Library’s
activities today encompass an ad hoc role as national library and a 31gmf1cant
~ international role in developing its collections and addressing Library issues world-

wide.

The principle is widely accepted that a clearly articulated mission or purpose
is central to an organization s success. In public organizations, mission or purpose is
commonly stated in the legislation creating the agency or authorizing its funding.
Such statements provide guidance for the agency’s programs and priorities and for
evaluating performance compared to purpose..

2.1.2 Methodology

This study has addressed the subject of the Library’s mission by domg the
following: _ |

* Reviewing congressional and Library documentation: statutes, reports,
and publications :

. Interviewing 10 selected senior public/research library professionals

. Holding mission/general management focus groups.

! John Y. Cole, Jefferson’s Legacy, A Brief History of the Library of Congress, 1993, p. 12.

? Jefferson to Samuel H. Smith, September 12, 1814, quoted in Cole, op. cit., p. 13.
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Part1c1pat1on and schedules for the four focus groups are shown below

- Group | S lr Part1c1pant o - Date
N Congress1onal Staff Members o ‘6 PR February 16
~Senior Library 1 Execu‘uves 7 7 - February 17
External Customers o100 - March13
Federal Libraries R -8 March 18

Booz-Allen prepared and used a standard protocol for the mlssmn/ general )
management focus groups that addressed four ma]or top1cs w1th each group Each '
focus group addressedthe following: - : : EERRTN B ACET AT

Current | mlssron ‘staternbent ‘.'- ;
o CustOIvI‘lel‘rs,‘ productﬁs‘,} 'and serv1ces N
e Fees for products and ‘ServlCes |
@ .Mission alternatives. .

The focus groups with congresswnal staff members and L1brary executives also
explored a flfth top1c, the L1brary reportmg or over51ght structure '

Append1x B presents the focus group protocols and summaries of the sessmn :
results. This section presents'the overall results of this mission‘review. We also"
define, on the basis of the interviews-and focus groups, alternatlve L1brary mlssmns -
and roles and assess the1r 1mpl1cat10ns ' |

213 Fmdlngs

The ob]ect1ve of th1s section is to 1dent1fy crltlcal mlss1on-related issues and to .
develop a framework for making dec1srons regardmg the lerary s future mission
and roles. : :

1.. The Library operates under broad statutory authority.

The statutory authority of the Library of Congress provides specific guidance
for a number of programs. Throughout its 195-year history, the Library has been
tasked with and funded for new initiatives with specific authorities. Recent
programs leglslat1vely assigned to the L1brary mclude the followmg

e American Television and -Rad1o A_rchlves—1976

‘e American Folklife Center—1976

o Center for the Book—1977




Booz-Allen & Hamilton

J Mass Book Deac1d1f1cat10n Fac111ty—1984

° Natronal F11m Reglstry/ Natronal F11m Preservatron Board—1988/ 92

The L1brary has broad authorlty for the acquisition of materials for the Library
of Congress and collections using a variety of acquisition methods. Thls authorrty
and the expanding volumes of materials cause an almost continuous expansion of
workload as greater numbers of materials are acquired for the broad. range ¢ of the

Library collectrons

The enabhng legrslatron that contrrbuted to further expansron of the L1brary s
role was the 1897 legislation authorrzmg the Librarian of Congress to make rules
and regulations for the governing of the Library. This authorization has prov1ded
the Librarian with the capability to initiate projects and.programs that.become.
individually funded through congressmnal approprlatlon and become a permanent

‘component of Library activities.

2. The mission and activities of the Library have continued to
expand throughout its hlstory '

The L1brary s act1V1t1es have almost con31stently contmued to expand based

focus on the leglslature to an institution of nat10na1 and international 31gmf1cance
In 1870, the Copyright Amendment Act brought all copyright registration and
deposit activities to the Library and a large collection began to build through
copynght deposit. By 1897, the Library had moved into the Jefferson Building and,
in the reorganization of the Library, the Librarian was assigned responsibility. for
making the “rules and regulatlons for the government” of the Library. For the last
century, the roles and mission of the Library have continued to expand both
through Librarian initiatives and congressional leglslatron Srgnlflcant events in
this mission expansmn mclude the followmg

J Interhbrary loan system estabhshed (1901)

Sale and distribution of Library of Congress printed catalog cards (1902)
o Legislative Reference Service (LRS) established (1914)‘ |

. .L1brary of Congress Trust Fund /Board estabhshed (1925), creatlng new
cultural role in acceptmg glfts and bequests

J Lrbrary of Congress MISSIOI‘I in Europe and M1ss1on to Japan, established in

1945-47, initiated automatic book purchase and agreements with foreign
dealers :
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o LRS renamed Con,ghresSional Research Ser\)ice :(CRS'), (1970) |
o Acqulsltlon centers estabhshed in New Delhl and Ca1ro (1961) (currently

six overseas acqulsmon OffICES)

o - Library of Congress Machme Readable Catalogmg (MARC) format becomes
off1c1al natlonal standard (1971) and 1ntemat10nal standard (1973)3 -

. Madlson Councrl (1990) estabhshed to ralse funds from prlvate sources for
‘ "‘pr1or1ty 1n1t1at1ves of the lerary ~ :

o National Digital Library (1994) effort to d1g1t1ze 5 mllhon items of
American historical interest by 2000 and make them broadly Jaccess1ble

~ In the past 20 years, the expa'n‘sion‘ of the Library’s activities has resulted from
rapid growth of the overall collections, specific legislated programs, and Library-
sponsored initiatives. The collections have grown at a rapid rate (approximately 2.5

~ million items annually) as a result of the L1brary s global reach and through specific

initiatives, such as the James Madison Council, in nurturing special collections.
Specifically legislated programs in the past two decades include those identified
above. Recent initiatives include those associated with a new educational role for
the Library, including a Development Office, the James:Madison Council, and the -
“ American Memory Project,” which has evolved into the National Digital L1brary

(NDL). This breadth of scope has tripled the size of the Library’s collections and staff :

since 1950, with annual appropriations increasing from approximately $9 million in
1950 to more than $350 million in 1996.* This growth has been accompanied by an
increasing range of products and services for its constituencies, the American pubhc,:, |
and the international community and has resulted in an extremely broad and
expanding range of Library human, physical, technology, and financial resource

requ1rements

The L1brary s current mission statement continues to provide a broad

~ framework for guldmg the Library (full text of the mission and strategic priorities

statement appears in Appendlx A). In October 1995, the Librarian of Congress -
artlculated the Lrbrary $ mission as follows o .

? Cole, op. cit.

4 Ibid., and Library of Congress budget documents.
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The Lzbrary s mission is to make its resources avatlable and useful to
the Congress and the American people and to sustain and preserve a
universal collection of knowledge and creatzmty for future

" 'generations’ :

Although the statement is open to interpretation, it is comprehenswe and provides
a foundation for the Library’s programs. It is supported by four defined priorities:
provides service to Congress; preserve, secure and sustain ‘universal collections;
~make collectlons max1ma11y acce351ble, and add mterpretlve and educational value.

We dlscussed thls mission statement in, the mlssmn focus groups Focus
group participant comments concerning this mission. statement included the

followmg

K3 Dellberately written in the broadest p0331ble terms
o Generic except for the term unlversal” _

° Mlssmg mentlon of the followmg

, Leadershlp role
. = Role in network of libraries and pubhshers
- Dealing with new forms of knowledge, information, and serv1ces
- — Collaborative role with Federal government/libraries. .

The definition of universal collection was unclear, and universal collection is
considered an impossible goal. .“Universal” scope was contrasted with and
considered to be different from * comprehenswe collections by senior Library
executives. Also the definition of the term “universal” continually expands as
knowledge and technology expand. Commitment to future generations was
considered a unique L1brary role that results in a perceived decision making risk in
the collections policy i in that v1rtua11y everythmg must be acqulred as an item of

intellectual value.

In practice, the Library has distinct exceptions to the stated umversal
collections policy. First, agriculture and medicirie are two disciplines that are
excluded from the Library’s acqu151t10n processes because other U.S. national
libraries acquire and sustain those collections. - Second, U.S. Government
publications and records, important sources of knowledge and history, are
maintained under the purview of the National Archives. Third, some forms of
American cultural and intellectual productivity are registered, collected, or archived
by the Smithsonian Institution or Patent and Trademark Office. These are all
reasonable and distinct exceptions. They show that the Library’s collection need not
be the truly universal collection of human knowledge or the sole comprehensive

5 Library of Congress Mission and Strategic Priorities, October 1995 (Appendix A).

2-6



Boo'z-‘Allen"&"H"a'milton “

record of Amerlcan hlstory and creat1v1ty because d1st1nct forms of knowledge are}_

made available by other national mstltutlons. PRI

Th1s mission statement coupled w1th the range of leglslated L1brary act1v1t1es -

continues to prov1de an extremely broad scope and framework for the L1brary
mission. : _

3. Current Library activities/programs are num’erbus and varied.

To support the Library’s legislated mandates and to support its congressional
and pubhc constituencies;:the Library. provides a broad range of products and
services to a wide group of constituencies. Exhibit 2-1 shows the Library’s
\const1tuenc1es and pr1nc1pal products and serV1ces

EXHIBIT 2 1
. ‘Library of Congress
Customers, Products, and Services

 Customer Groups

Congress:

ressional Members and Staft g egis
g Informaition Systems (THOMASandL MARVEL) Translation
Services, Law Library, Global Legal Infom\abon Network {GLIN),
. Document Delivery -
Library intemal Staft Document Delivery.
Other Government: .o , ‘ , . v
Federal Govemment A , Law Library, Research, Reference
mnﬁfaﬁes—ﬁe _ - Federal um%and in ﬁﬂ'{w_oﬂFEBEINk) :
strary Global Legal lnfocnenrggr Fﬁmmﬁﬁweg:latvese Law
‘ jon Nef
Infomtahon Systems (THOMAS and LC I\XARVEL) taloging,
, “Interfibrary Loan, Catalongslnbuhon Service, Fedelal Reseamh '
. ) _Division (FRD)
State and Local Govemments . Reterence, Research
Nation/World: ‘ ' e I GRS P g o
Libranes (public, academc,research special) . . - Interi|5‘ _Bﬁ oan, ﬁwey‘ﬁ EB» raryo?_ﬁﬁres Classiication,

Publishers, Scholars, Witters, and Fimmakers Domestic Copyn ng,
e BRI R - Reference, Scholarly: Programs, Flm Preservaton Nanonal Flm

Preservation Board, National Film R

General Public RS . | Research, Reference; CulturalPerformances;, :
O » o S Dtsplays, Vlsnor Semoes, Retail Markebng, Amermn Folklife
_Center, Pubi ications; Center for the Book, Legisiative -
“Information vzstems (THOMASand LC MARVEL), Accessto-
World Wlde sme Specnal Projects

: f(natonaﬂeadershpdanetwo«pmdngmbmadmes

: S audiotapesandBraiiepublMons)
General Library Services:: . : . g : L ST S
Public and Private Libranes and Archives Preservabon, CollecnonDepanrnent,CSll'ecbonSewmy. ;
: ‘ LocderehiyCoonination, Prowdupicat

Although this list is not comprehensive, it is indicative of the breadth
of activities and range of constituencies to which the Library must respond
The Library delivers these products and services through its four major
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“services —L1brary Serv1ces, CRS Copyrlght Offlce, and the Law L1brary The
majority of Library staff, approxnnately 45 percent or 2,100 employees, = - *
provides constituent services and collections management activities' within -
the Library Services organization. The CRS, the Law Library, and the L1brary s
Congressional Relations Office, supported by some collections management |
activities, provide the primary congressional support. The Copyright Office
supports the collections through copyright registration and deposit of
materials submitted for copyright within the United States.‘ o

4. Vlews on the appropnate scope, focus; and role of the
| lerary of Congress dlffer 51gn1f1cantly among 1ts ‘
constituencies. -

',.w,;. Lo

-This section presents f1nd1ngs and conclusmns assoc1ated w1th the L1brary s

- missions and roles:

® National }role |
e International role |
o :Pr:ioﬂrityffprodncts ia‘.'nd serv1ces o
e National leaderShip ‘ r;olé
. Library capablhtles

These f1nd1ngs were developed from part1c1pant interviews, focus groups, site visits,
and lerary data. :

a. The lerary has identity and acceptance as Amenca s natlonal
, llbrary but may not be effectlvely fulfilling a national mission.

John Cole’s hlstory of the L1brary attributes to a former Librarian, Ainsworth
Spofford, the conception of the Library, held more than 100 years ago,asan
“American” national’ llbrary ¢ In 1992, the American Library Association (ALA), in
testimony coricerning S. 2748, the Library of Congress Fund Act of 1992, stated,

“ Although never formally designated as such, the Library of Congress functions as
the national library of the United States.”” The Library’s own publications often
assert this role. As a basis of comparison for the Library’s national role, national
hbrary missions. for f1ve forelgn natlonal 11brar1es are shown in Exh1b1t 2-2

6Cole, op. cit., p. 18.

7 Statement before Senate Comrmttee on Rules and Adnumstratlon, July 22 1992.
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" EXHIBIT 23
MlSSIOl‘l Assessment '

Focus Gr,:,up : :-MISSlon "Focus/c

Elements

ﬁ’roductslServrce

'~7M'os't C'r'it'rcal

”. Congress pnmary

. Congressronal research

o Critical Mission -

Services

Congresslonal LI ' '
Staff - .. fte National:role: rmportant o Reference services. o :Forergn law research
.o} but secondary ;.= .Gongress .o Copyright regrstratron
SR I Cntlcal mission. .| . ~ ~Public e Interlibrary loan -
i 'elements S o Language tranislation’ | e Special publications: ‘
+7"=" Uriiversal collection [#7-LC classification " e Exhibits, performances
- Archive o Collectlon RIS 'e.. . National Digital Library
o Acqursmon ; T
o U r “Maintenance SR '
Library of e - Congress primary ‘. “Congresswnal research- | e Public reference” = -
Congress » National and world roles Reference services for - -|'e  Special publications:
Senior ] rmportant Congress o Exhibits, performances
Executives |« Critical mission - ‘¢ - Language translation. . ¢ Photoduplication
elements » Foreign law research ‘ L
-~ Universal o Copyright registration
- Collections’ * ' | e LC classification -
-+ -Knowledge . - e - Cataloging.
Generation o Collection
| o Library Ieadershlp, - Acquisition
1 coordination‘and - = Maintenance-~. = |
: facilitation roles . Natlonal Digital lerary
Libraries, "o National role primary =~ | ¢ - Congressional research-”*"o ‘Translatlon servnces
Associations, - |e 'Cong"re‘ssronal role s Reference '|'e. Research.
Publishers;: -~ important: - o Cataloging .. = e Exhibits, performances
Scholars. - |-e. .World role. |mpor1ant o Interlibrary Loan .  Visitor services ..
s o . Critical mrssron . Classmcatlon (LC and o ‘Publlshrng
T elements VDewey) - : :
- Lrbrary/publrshmg < e Gatalog: Dlstnbutlon ,
.| - .~network leadership role. | .. Service - .. .
|- ».. Library of lastresort ~* | » Copyright
'| '» " Dealing with new forms e 'Blind and Physically
- of knowledge,” " ~''| “Handicapped Services
.. “information;; and:'. - ) Collect|0ns . .
services _Acquisition
e Collection building _Maintenance -
Federal Federal Government, . Congressmnal research o Center for the Book
Libraries © tied to Congress, e FEDLINK" | » Exhibits; pérformances |.
IR - primary © -¢. Cataloging e . Visitor services
‘National role is cntrcal ¢ ' Interlibrary loan - ‘e Retail marketing
o LC centralized- e LC classification ‘o American Folklife
' 'lcoordmatlng role . Technology-based Center

-Elements : .| » Collections -
- ‘Collection burldmg» - Acquisition .- -
- Leadershlp -~ 'Mamtenancev R
'~ Service to Irbrarles
" Accessibility
2-12
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d. Study participants perceived t that the lerary of Congress national
role should be strengthened :

From the 1nterv1ews, focus groups, and site. V1s1ts, study participants strongly
supported the dual congressional-national mission of the Library. :They said that an -
international role and universal-collection should be carefully defined. ‘There was a
strong view that the Library is defining its mission role to: Congress too narrowly ‘
Several participants felt that by restricting the congressmnal role to members of

Congress and their staffs, the Library is not recognizing t that'many groups and
individuals throughout the United States originate, stlmulate, and contribute to

. defining and developing national- pohcy issues and.decisions: Part1c1pants stated
‘that the Library needs to recognize-1 that whereas Congress may be its primary

constituency, it must also recogmze ‘and effectively work with its multiple
customers and stakeholders. - The nat1onal library commumty 1dent1f1ed three

spec1f1c mlss1on-re1ated issues::

.. "I'he Library’s natlonal leadershlp role in emerglng 11brary issues and
technologies o

o Library-specific methods versus collaboratlve ones W1th other
organizations for prov1dmg access to 1nformatlon and av01dmg
redundancy :

o Library of Congress fundralslng as competltlve w1th pubhc 11brary funding.

The national library commumty representatlves in focus groups and - ,
interviews stated that the Library’s historic role of national- library leadershlp has ...
deteriorated.’ The library community representatives stated that this role is critical
in the future to deal with rapidly evolving technology = and information issues. 'No
other organization is providing this leadershlp Participants stated that the Library
of Congress must redefine itself"as the major power.among many other national ,
and international hbrary networks. By not doing so, participants felt that the Library -
of Congress was missing major opportunities to make use of its capablhtles and

‘expertise. Interviewees and focus group participants identified that using the

extensive network of resources available, would strengthen the L1brary s ability to
develop 1ts pro]ects mto long-term programs

Some L1brary initiatives were percelved as bemg 1nsular and potent1ally

‘redundant. The participants identified the need for greater collaboration with other

library and government organizations to address specific initiatives or issues. An
example was public access to legislative information. The Library and the

‘Government Printing Office (GPO) have competing products for distributing

congressional information. THOMAS is the Library’s on-line public access system

_ for legislative information, and Thoiplus is GPO arid Purdiie University’s user-

friendly interface for disseminating legislative information through the internet.

' This suggests that opportunities for efficiencies through collaborat1on are bemg lost.
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The Library has embarked on enthusmstlc fundralsmg efforts for the NDL and
other products and services. The national library community views these efforts as
competing for the funds it is receiving from local and national sources. Study -
participants identified a need for the Library of Congress to, collaborate in initiatives
and questloned the publlc fundralslng role within the Library’s mlssmn

e. A strong perceptlon exists among the USS. library communlty that -
.. the Library of Congtress.is not well positioned to address the. -
unique llbrary challenges and opportunities created by dynamlc
' advances in dlgltal 1nformatlon, communlcatlon, and storage
| technologles. o W e

b

The national library community represented in the focus groups and
interviews described a rapidly changing library environment strongly mﬂuenced by
digital information technologies. Participants saw future library capabilities, ..
functions, and work processes being transformed by digital technologies.

Participants described 2 much more volatile information and publishing -

environment already being influenced by on-line storage, distribution, and access to
information. Traditional library functions such as cataloging, storage, and |
preservation may require radically new approaches to effectively respond to.new
information environments. Participants emphasized the need for balance between
traditional library methods and pursuing the-opportunities presented by the new
technologies. Participants generally recogmzed that no single institution could
effectively, : address the need for new approaches, standards, guidelines, and
principles in the new digital environment and that collaboration among all
relevant stakeholders was the only appropriate method for defining and addressing
these issues. U.S. libraries have already established consortia that are beginning to

define and address issues associated' with llbrary digitization, as are commercial

organizations.

The perceptlon among the hbrary community is that the lerary of Congress
is not inclined to take a leadershlp role in these types of collaborative efforts in the
library community nor, in the participants’ view, are the technology capabilities
available within the Library of Congress. The large majority of participants
perceived that Library of Congress messages regarding NDL have hindered a
national d1alogue All participants felt that the Library of Congress should have a
leadership role in these efforts, not as a decision maker but as partner and catalyst.

5. Several alternative missions and roles could be consrdered to
shape the future of the Library.

Based on our research and focus group results, we have defined alternative
missions and roles for the Library. Three missions address the expanding scope of
the Library as directly supporting Congress, the nation, and the world community of
libraries, publishers, and scholars. Exhibit 2-4 presents the three mission

alternatives.
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" EXHIBIT 2-4

.-Library:

Of Congress -

-AIt,ernative' 'M-issio,ns‘

PRI

MISSIOI’I A lerary of Congressﬁ TR

Descrlptton

Characterlstlcs

' Focuses the lerary s functlons toward the i

original role of serving as the lerary of )
Congress, essentially a collection limited to e
broadly defined congtessional needs:and -
federal government plus CRS-like research.
Other functions go elsewhere or dlsappear for
example, public, outreach N

| "'There would be no ‘national hbrary Leadershlp
“missing or seized by.others. .(Some:

| role is more |mportant than the congressmnal

of the mformatlon/llbrary community would be
,\,commentators believe that the natlonal Ilbrary

library role.)

Mtssmn B lerary ;

of COngresslNatto

Des‘criptidn o

Characterlstlcs

Views the Library’s role as a nattonal one wnth
some limits on lnterpretatlon and cultural
programs which may be placed elsewhere e. g .
eXthItS dlsplays '

| acknowledged and the Library’s: - LT
“leadership/partnering: role strengthened.

" |-interaction with national constituencies. .

. Natlonal lerary role would be formally

“This mission would require increased

A variation of this mission would preserve the - |

Congressional Collection/CRS role asiin . ... - |..
-Mission A, but create.another institution to ‘
serve as the Natlonal lerary and fulfill the bulk

‘of the present coIIectlon and other lerary

functlons

 Mission"C: Library of €

Congress/Nation/World .

Description

Characteristics

Fulfills the words of the mlssmn statement of
October 1995. The terms:“make . .. useful” -
and “universal collection” are partlcularly
powerful in legitimizing expanded interpretation
and collection programs,,the latter including
materials in many Ianguages and from many
countries.

‘With this acknowledged global scope, the size |
of the.collection expands enormously, with
accompanying translat|on and processmg
consequences E ,
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Throughout its history, the- Li‘hrlary' has' also evolved in response to competing
visions of its proper role as the Nation’s library: -

: A un1que, mdependent institution offermg a smgle comprehens1ve
- collection of the Nation’s creative. works to be used by Congress and the ..

~American people 9

_{,

fulfill both roles." Th1s fénSIOn' coupled with expandmg national and 1ntemat1onal g

“scopes and congtrained funding, results in a'need for the recon31deratlon of the

L1brary s mission scope and. roles.

As a basis for: assessment and cons1deratlon, we. have redefmed these
contrastmg roles as follows I e g '

! Independent archive/ knowledge develoPer-—focused on mdePendent
collectlon bulldmg and const1tuent support : L

Exh1b1t 2-5 further descrlbes these alternat1ve roles These. two roles and the1r -
associated mission-.dimensions: prov1de the framework for an assessment of the' = -
future: L1brary mlssmn and roles (R ‘

o Congress1ona1 and L1brary of Congress part1c1pants in thls study assessed the
current and projected L1brary role as that of an independent. archive/ knowledge i
developer providing a useful resouré  for the congressional, national, and,.to some
extent, international audiences: . Within the broader national and international
commumtles, patticipants identified a critical need for the Library of Congress to
assume a stronger leadersh1p or catalyst role through collaborative partnermg
relationships both'’ nat1ona11y and internationally. Defining the future missions and
roles for the L1brary requires identification and consideration of the implications
among alternatives. The. follow1ng sections summarize significant implications and
impacts among these varlous alternat1ves

8 Cole, op. cit.
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| EXHIBIT 2-5 |
-+ Library Of Congress . =
Alternative Roles. =

“Role 1 Independent Archive/Knowledge Developer

: Description

' Characteristics

The lerary would contmue to develop and
manage collections independently in Library -
and other Federal government facilities.
Traditional original cataloglng and research or
development functions would be’performed -
primarily- by lerary functlonal components and
staff. - : R N CREp

lerary collectlons and facullty requnrements

‘| continue to expand rapidly based on collection

strategy-and policies. Traditional areas of
Library expertise, acquusmons, cataloglng, and
-| preservation, continue to grow in importance
and are the force behind future 'staffing -

-| requirements. ‘Future technologies are

strongly influénced by internal operatlonal
needs and are’ supported by constltuent
capabilities. _

" Role 2 Collaborative InformatlonIKnowledgeBroke

- De'scriptlon

Characterlstlcs

This would change the Library’s principal role
from belng a custodian of collections with an’
independent operational role to a :
comprehensive broker or referral agency. The
Library would initiate collaborative and
cooperative relationships with other libraries,

consortia, and the like. : It would use computer- -

communications technology to tell an inquirer
which library in the nation or world has the
specific information.. This. mission would be .
facilitated by mdex/pomter systems and data -
transmission techniques to enable timely
access to documents ‘and mformatlon

The present lerary ‘colléction would be dealt
| with-by-selective; retention and/or transfer to
.other institutions with;arrangements for. . .
appropriate preservatuon These lnstltutlons
are likely to be well-established research
libraries at universities..

Other:participating- mstltutlons would need to
demonstrate their willingness and capability to
participate in such a system, especially those

“I. that would be.responsible for collecting, .

storing, and providing a specified class of
information. Apart from the system ’
interconnection, the functions of such =
' institutions:wouild be conceptually:similar to -
those performed independently today by the
‘national llbranes of agnculture and of medlcme

In consndenng the volume of data to be
transmitted under this mission, it shouid be
recognized that the bulk of the documents that
are needed by a requester’ located remotely-
from the document storage:-location could be
shipped physically by regular or express mail.
Even with massive digitization, many books will
never be digitized.
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6. Alternative missions. and roles would have different impacts on
‘the Library’s resources, products, and services and on, its
orgamzatlon, constltuencres, and fundlng At

From the focus groups, 1nterv1ews, research and analy51s of current

* operations, we have identified potential 1mpl1cat1ons and consequences associated

with:the mission and role alternatlves Assessments of 1mpacts on the following
are presented as exh1b1ts e SRR T .

o "‘Resources Collectlons, Fac111t1es, Human Resources, and Technology
* (Exhibit 2-6) ’

o -f:'Products and serv1ces (Exh1b1t 2-7)

' e Relatlve resource requlrements (Exhrblt 2-8)
o : Orgamzatlonal components (Exh1b1t 2-9)

. . Customers and constituencies (Exhibit 2-10).

As the reader examines these exhibits, the complex1ty of making comparatrve
assessments becomes apparent. The evaluator wants both more detail for each

- assessment dimension and a way of simplifying the comparison across all -

dimensions and alternative missions and roles. We have sought a balance that
would allow us to reach d1rectlona1 judgments on altematlves more or less, better

or worse, and the hke

Even more fundamental to comparmg alternatlve missions for the Library is
the understandmg and v1ewpomt one holds on the role of libraries in society. For
those who give to libraries a major role in the preservation, organization, and
provision of informationin the emerging “information age,” Role 1 will likely be
unattractive—national leadership is simply imperative. Those principally
concerned with serving the Congress are 11kely to be concerned with the p0551ble
distraction from that role that is inherent i in Role 2, collaborative
1nformatlon/ knowledge broker. -

Exhibit 2-6 illustrates that the 1mp11catlons for current library resources

. among the missions and roles differ both in kind and degree among the

alternatives. The alternatives nearest to current Library functioning are the
Congress/Nation scope and the archive/knowledge developer role. Currently, the
Library also has a significant international role that is selectively applied. Resource
1mp11cat10ns range from a focus on and consolidation of the congressional mission
to expansion of resources and capabilities into a full international role. Adopting
the broker role in a significant way will require new skills and capab111t1es in staff
and technology to utilize existing Library capab111t1es to create and work in

collaborative networks.
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EXHIBIT 2 6

Impllcatlons for lerary Resources

in global collection.
development and
research

‘and preservation

technologies

. Mission Collectlons Facilitles , Human Resources . Technology
A. ¢ Focused development Facilities reduced as | * Reduced staff, with Leveraged
strategy—legal, . .. national collections. | .. increased research tectinology to do
¥ ¢ economic, historical; are reposmoned ) emphaS|s work focused on
C'g:,;%gs  Journals/, serials increase in off-site | ¢ Lose cataloging/ networks and
: ¢ . Evolutionary - storage- facilities " classification and Comedia i
repositioning of . requirement as standards expertlse/ . o
_ national collections collections are leadership “GLIN providing
repositioned = platform for
e S e e P e . Annovation
B. e Management Management . ¢ Some shift in-staff. -~ Criticality of
capacity—collection capacity—stable to skills/capabilities overall
. development strategy growing by collection from technical to information
Library of focused through development . -~ - | - .integrated - “technology
Congress/ cooperative - strategy ‘technicalistandard | girategy .
Nation alliances—U.S. and " Critical nature of setting/ functional - ‘
other national libraries - environmentally = | library leadership - .. | » - Catalyst/leader
s ' Focus foreign controlled facilities | * Critical nature of within national/
language and/or and preservation _knowledge/capture international
English language technologies ‘and training - Cuif o lbrary
collections to capacity strategies for current |  communities
* Selectively build - staff - Research and
special collections ‘ development
(R&D) role in
‘ =] ' technology use
A ..+ . for knowledge
development
‘mTechnoIogy used ‘
“to create and
i / disseminate’ -
L information
C. * Expansion of global . More, smaller * Expansion of foreign
. _ collections—foreign international - - language capabilities .| . Expansron of
language : locations _and staff |+ technology
o 5 BEE capabilities to
Library of 1 . Focus on extended : Potentrally growmg, . Expansmn of staff to iinclude global
Congress/ " collections through’ centralizéd” address global issues | - networking and
Nation/World intérnational ‘alliances “requirements i ‘physical -
. and caralyst role ‘ ‘Criticality of ~distribution .
* . LC leadership/ catalyst: environmentally [
controlled facilities Significant

"international role

in-evolving. - .:
technology and
library

‘applications.
Multiple-language

technologies .

> Enabhng ,
| “ininovations in--
library
functions—

cataloging and
preservation

. . .(especially digital
: formats) ‘
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EXHIBIT 2-6 (cont )

I’mpllcatlons for. lerary Resources

-

requirementto .
manhage/support
decentralized .

_ location of facilities

Increased square
footage requirement

, technioal,

Role . ] COIIechons Facllit|es T Human Resources,_'.i .. Technology '
1. . Current collectlons :Expanding lf,acilities'. e Focus on,trad,ltlona,l‘ e . Foclis™ .
expansion.rates llmlted ... requirements. fibrary functional , . techhology to do
o by facilities, staff, and : . - expertise— ‘ operational work
Archive/ 'technology capabllmes Need forinnovative . | acquisitions, - LM AR
‘Knowledge . : .} .. facilities solutions to cataloging, .- e e
Developer Capacnty respond to capacity preservatlon and ' Internal -~ -
. _ management— -and preservation others requirements for
*criticality of: collection | requirements - ~ ' .+ 2| .. operational
- . development strategy . T SR I 3 Use Of staff tO = . .performance
and policies to balance ' identify/implement “collection
facilities, staff, and work streamlining | ‘management and
financial resources opportunmes 41+ public access
O U R L PR B T v el objectives as
. Tralmng strategy to causative factors
" “develop staff '
- capabilities in =
operational -
' technologies”
2. 'Focus of collection Gradually . Fewer staff as
development strategy contracting as * operating functions - . Becomes key
o “on extended, centralized are decentralized |, ~elementof
information/ cooperative networks collections are through cooperative | - +broker/leader role
| Knowledge Stabil "+ jocused and as " agreements . in ahvanety of
Broker » Stabilizing or cooperative, 1. "y technologies
contracting of decentralized . Qoncentratlon of staff such as
centralized collections  collections are | :.capabilities.on policy, information/
woulid occur over time established standards, education, communication,
' - - leadership; : preservation, and
- Increased" negotiation, as'wellas |* facilities -

The following exhibits, 2-7 through 2-10, present judgmental impact

assessments of alternative mission and role decisions for the Library of Congress.

‘These assessments of impact are comparative assessments to 1996 levels of resource

commitment (funding and staff) in relative characterizations as more, same, less
and/or transfer. These assessments are made for three mission emphases—

Congress/Nation/World, and two contrasting roles—Archive/Knowledge

Developer, Information/Knowledge Broker. Each mission emphasis implies a
refocusing of resources in products/services, orgamzatlonal components, and
specified constituencies. Exclusive focus on service to Congress would represent a
contraction in Library mission. The Congress/ Nation mission would result in
refocusing the Library’s product/ service emphasis within its current resource base.:
The Congress/Nation/World mission represents an expansion with add1t10nal
resource requirements.
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The two roles, Archlve/ Knowledge Developer and Informat1on/ Knowledge
Broker, imply differing levels of resource requ1rements The current
Archive/ Knowledge Developer rcle will require expanding resources to support
collections and service growth constrained by budgets and streamlining. An. .

- Information/Knowledge Broker. role would réguire decreased resources over t1me

as current Library activities are performed through collaborative U.S. and

‘international relationships, and technology and innovation provide stronger

collections, library, and information infrastructures. These characteristics of each
alternat1ve prov1de the ba31s for the assessment presented in the followmg sect1ons

The range of Library products and services is broad as shown., n}.Exlub1ts 2-3

and 2, 7.

: Congress

The effects of the alternative missions and roles 1nclude the followmg

TSI

Increased focus and support to Congress and the Federal government
- Reduction or elimination and transfer of national constltuency products or

services from the Library of Congress

Congress /Nation
‘Reduction of low-priority products or services 1dent1f1ed through focus

groups or interviews'
Congress/Nation/World

= Reduction of low-priority products ot services

— Expansion of collections, cataloging; classification, and cr1t1cal hbrary
capabilities-as the Library’s global role expands

 Archive/ Knowledge Developer "

— Reduction of low-priority products or services
— Increased preservation needs or capab111t1es

Informatlon/ Knowledge Broker
- Reduction and/or transfer of traditional hbrary functional capab111t1es

— Increased skill and technology capab111t1es to build human, physmal and
technology networks.
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e e EXHIBIT 2-7 Y
o Impact on Products and Serwces o
e A-Congress ' ”“B_,Natlovn f C-quld, . 1-Arch|ve : 1

Mlssion

Congressional Research

Reference

Legislative Information Systems
(THOMAS, LC MARVEL)

Translation Services

L‘awLibrar&y‘ e e

GLIN
FEDLNK . ~ . . |

Federal Library & Information Center -
Committee (FLICC). ,

Federal Research

InterlibraryéLoén K

Copyright = -
Cataloging. - _
Catalog Dtstribution Service

Collections Acquisition

Collections Management ||

Dewey:Classification -

LC Classification

Preservation

NDL. -
Center for the Book - -+

Cultural Performances

Exhibits aqq Displays

Visitor Services

Retail Marketlng

American Folkllfe Center X

Publishing

Special Projects

Books/Machings for the Biind and
Physically Handicapped ‘

Photoduplication
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~ Exhibit 2-8 illustrates that the resource requirements reflect an
assessment of the relative scope of .each of the alternatives. The Congress/Nation

and Archive/Knowledge Developer alternatives are a close: representatlon of the . .

Library’s operations and role. Library funding in constant dollars since 1980,
although somewhat cyclical, has declined about 3 to 4 percent. Funded full-time -

equ1valent (FTE) positions have decreased by approximately 12 percent from 4, 818 ¥

in 1980 to 4 214 in- 1996 ’

o EXHIBIT 2-8
Relatlve Resource Requnrements

A.-+ Library'of Congress - fn e ~"Much less -
B. _ Libraryof Congress/Nation | g Same
C. “"lerary of Congress/ Natlon/WorId | s T S More
Coe - Role o SR O P
1. ..Archive/Knowlédge Deveiope'r , |- . Same
2. Information/Knowledge Broker =~ =~ T Less™

In an env1ronment of contractmg f1nanc1a1 and human resources,

streamlining, and downsizing, strategically focusmg available resources is essential. o
The financial resource effects of the alternative missions and roles directly relate to o

the conceptions of missions and roles. The Congress/ Nation mission and
Archive/Knowledge Developer roles are approximately similar to current
requiréments with some reduction in low-priority products and services to
accommodate resource and staffing reductions. Focusing resources on the Library’s

-role to Congress could reduce fundmg requirements substantially by consolidating -

and focusmg resources and moving national collections to alternative libraries. An
expansion of the scope to a more formal global role could require significant |
additional resources for collections and for developmg international capabilities.
The Information/Knowledge Broker role would result in decreased funding
requirements in the initermediate term (5 to 10 years) as-the Library develops its
technology and leadershlp capab111t1es to create opportunities for new ways of
working and for usmg the capab111t1es and expertlse of networks of hbranes and

pubhshers

3. .
. o

® Library of Congress: Comparison of ‘A‘ppropriations, Staff, and Workload‘ Statistics, December 1995.

19 These are the resources required for central Library function; resources for distributed sites depend on g

number/role of sites and their offsetting savings.
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. Exhibit 2-9 shows the assessment of the impact,of mission and role
alternatives on the major library organizational components. . '

d

o EXHIBIT 2.9 o o
_ Impact of Alternatives on the Funding of Library’s Organizational

 Mission/Role 4

Funding ($M) ‘-

Approx. F¥'1995 *

Mission Focus

A. Congress:.:

B. Congress/. ..
Nation * "~

C. Congress/-
Nation/World

Role

1. Archive/Knowledge
Developer

0000 |o|ooo | 0-0'00

2. Information/
Knowledge Broker

eelelojolo|olelo|o]o]o|e|e

@ More
o Same}
® Less

® Transfer

‘Costto LC of each component in each mission alternative

Transfer cost continuing elsewhere in Federal Government
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The Congress/ Nation mission and Archive/Knowledge Developer role are
the closest to current operations with some downs1zmg ‘of lower-pr10r1ty cultural
affairs activities identified by review part1c1pants The first row of the exhibit shows
approximate FY 1995 funding for each major organizational component using
appropriated funding. As the reader can deduct from the exhibit, approximately 50
percent of the funding of the Library goes to collections management processes and
functional support services, including technology. Streamlining and/or making the
most of the processes and capabilities can provide opportunities for funding further
development Intermediate-term opportunltles for streamlining collection
management processes may be realized by focusmg on the congressional mission .
and by focusing collections appropnately and by using outside resources through the
Information/Knowledge Broker role. A broker/facilitator-role-as well as national
and world roles would require' the' capab1l1t1es of technology and support services
(contractlng, logrstlcs, audit, and the vl1ke) I RE

‘The 1mpact of thel mission and rol alternatlves requlres consideration of four’
major groupsof constltuents—Congress, Federal libraries and government agencies; '
the library, publishing; and scholarly commumtles, and other major constituencies,
including the general publlc ‘Refocusing resources through the selection or ’
definition of the scope (Congress, Nation, or the World) will prov1de additional -
resources or services to the appropriate’ congress1onal nat1onal or mternatronal
constituencies as shown in Exhibit 2-10. :

The Information/Knowledge Broker role‘could provide additional
capabilities or services to the national and 'international networks and make use of
the resources of other institutions. -Specific public constituencies may receive
reduced direct services from the Library; however, overall support and service
should be expanded through the network of libraries, pubhshers, and other -
institutions. . o fh T ; |
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, Exhlblt 2- 10 : |
Impact of Mlssmn or Role Alternatlves on Customers and Constltuents

A Congress _ e[a[3[e[®[a[a[®
B. Congress/Nation 0|00 60 Ol Q
C. Congress)NationNVorld 0/00 ® 0 0|®
n"o'lé“' | u
- pearoieke T [@]0la]o] a]o]o |
2. an:g'::}etlon/KnOWIedge ' O o ’ ® ® ‘ O O Py ' '57"'

‘ Legend
. More Focus/Servnce O Same ® “Less

2.1.4 Current and Future Mission Recommendation

The Library’s current mission should be focused and delimited Wlthm the
Congress/Natlon mission, and planning should begin toward a future mission of
serving Congress and performlng as a natlonal Informatlon/Knowledge Broker.

The Library’s dual mission to serve the Congress and the nation is broadly
recognized and has evolved to constitute the- legitimate mission of the Library of
Congress as identified in each focus group and interview. Within the national
mission context, participants in this assesstment consistently identified ‘a rapidly
changing technology environment, advances in digitization, and the need for the.
Library’s leadershlp and collaboration in addressing critical research, standards, and
classification issues that are not being addressed. 'Additionally, participants clearly
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recognized the need to systematically limit and consolidate the Library’s global role.
The majority of study participants identified opportunities for Library partnering
and collaborative relationships and the use of new technology capabilities to make
the most of existing Library capabilities and develop needed ones.

Current Mission

As documented elsewhere in this report and in the 1996 testimony of the
Librarian of Congress and his principal colleagues before the House Subcommittee
on Appropriations, the Library’s resources and management infrastructure are
sorely stretched to perform the current congressional and national missions.
Accordingly, unless more resources can be provided and the infrastructure
substantially strengthened, services to Congress should continue as the main
priority. To address resource issues, the following candidate areas, as identified
through interviews and focus groups, might be reduced:

e Acquisition of selected special collections
o Foreign acquihs,’jtion‘s: o
e Selected English ;languége acqﬁisitibns
o Original cata'lo"gihg_‘ ; | |
o Cultural affairs activities, exhibits, displays; and perfdrmantes.

The criteria for identifying reductions in each of 'the:se;are'as, must be
developed based on risk and the availability of alternatives; however, our review
identified these as offering real opportunities for reductions. ‘

Further, the current mission statement might' be revised to read:

The Library’s mission is to make knpwledgé,available and useful to Congress
and available to the American people and to provide leadership in creating
networks of institutions that enable the world's knowledge resources to be

shared.

instead of

The Library’s mission is to make its resources available and useful to the
Congress and the American people and to sustain and preserve a universal
collection of knowledge and creativity for future generations.

~-Addressing the issues-identified throughout. this report in national
leadership, human resources, facilities, and security, the Library needs to move
rapidly to develop collaborative relationships with its primary constituencies—
public and research libraries, publishers, national libraries, and film producers—and
to identify and address major library community issues. This effort requires an
increased emphasis on Library initiatives that have been developing in recent years
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(cooperative and copy catalogmg, collectlons and resource shanng, and others) to
most effectively utilize its existing workforce capabilities and also to reduce its.
operational activities associated with collection building. These collaborative efforts
should be accompanied by a clear strategy for collection development that builds =
upon them. "It appears that this collaborative broker strategy could result i in freemg
51gn1f1cant resources in traditional library operatlons over the next few years.

Future Mzsszon

The future mission of the L1brary of Congress will denve from three prrncrpal
developments: T O I

e Information is increasingr in both volume and the role it plays in society

. ,Technology for 1nformatlon handlrng—recordlng, storing;, transmrttrng,
and presenting—is becommg more powerful and wrdespread

e Society will increasingly need and seek 1nst1tut1ons to provrde better access
to, and usability of, information.

The Library of Congress as the recognized “Nation’s Library” is well-posmoned
to occupy a leadership role in guldrng the development and coordinating the
functioning of networks of distributed information. Theé networks would connect
users with the facility that is custodian of the desired information. The Library
would be a kind of electronic broker, controlhng standards, access protocols, and
classification and 1ndex1ng systems. It would not be the custodian of the
information, that is, it would not have a comprehensive. collections role. Collectlons
would be largely decentralized to other mstrtutrons, probably by sub]ect matter

and/or format

This mission concept would 1nvolve a huge undertakmg, the 1mp1ementatlon
of which would occur over a period of 10 to 20 years. It would require both
institutional and technological coordination of massive proportions. It could be
undertaken mcrementally as part1crpat1ng institutions were brought on-line.

A new and changed mlssron requlres the thoughtful and thorough
examination and debate that the Library’s her1tage deserves. To help accomplish
this, the Librarian needs to take the lead by preparing a ‘detailed plan that outlines
the advantages and dlsadvantages of the recommended mission and role, as well as
of other possible alternatives. Then, all the affected stakeholders—Congress,
Government agencies, state and local governments, libraries, publishers,
information, handling businesses, and others—should be invited to join in-
examining the pros and cons. At the end of this process, the chosen mission of the
Library of Congress should be affirmed in law and the level of resources should be
provided that will enable the Library’s future to be as distinguished as its past.
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2.2 ASSESSMENT OF MANAGEMENT PROCESSES »

L e

The exammatlon of 1nst1tut1onal management processes at the L1brary stems
from concerns raised internally and externally about the direction and management

- of the institution. External observers of the Library, including Congress, have

identified specific issues relating to human resources, facilities planning, and °
security. In addition, Congress has raised concerns about overall Library ~
management and the ability of the Library to rectify specific issues and, more
importantly, to provide the institution with a clear, comprehens1ve management

approach for future operations..

2.2.1 Background

“In order to explore these concerns’ more fully, GAO requested Booz-Allen to
examine the institution-wide processes for managing the Library of Congress,
particularly in the area of institutional integrated plannrng and program execution.
The areas of concern that GAO asked Booz-Allen to address include the following:

J Plannmg, mcludmg pollcy and strategy development and budgetmg and
resource allocation

e Execution, including executrve dec131on makmg and problem solv1ng, v
: accountab111ty, roles and respon51b111t1es and commumcatmn

° Performance trackmg, measurement and evaluatlon o

222 Methodology

" In order to examine the key lerary-W1de management processes, Booz Allen
developed an approach that combined L1brary management’s description of the ,
processes through interviews with review of available documentatlon of the
management processes and the1r products ' ‘

o Interviews—We employed stru‘ctured'vinterviews,f informational
meetings, and follow-up discussions to collect information from Library
personnel. For the assessment of management processes, we conducted
more than 50 mterv1ews, mcludmg mterv1ews with senior L1brary
managers from across the institution, middle’ managers in service units, -
and selected staff members. Meetings included such people as the
Librarian, Deputy Librarian, Acting Deputy Librarian, Associate Librarians, -
Chief of Staff, executive-level managers, service unit-heads, division
chiefs, committee and worl<1ng group chairpersons, special ass1stants,
senior professionals from across the Library and’ conigressional staff. -
Multiple follow-up sessions were conducted in person and by telephone
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Document Collectlon and Analysrs—We gathered documents from all -
parts and levels of the Library, including the Office of the Librarian, from
service units, and from the files of the Records Management Section.
Documents reviewed included budget guidance, budget ]ust1f1cat10n and
plans, Library-wide planning documentation, executive committee
minutes and agenda, internal memoranda, and pubhshed 1nformatlon
Additional teviews included congressional testimony, formal.-
announcements, budgets, annual reports, published plans, regulatlons,
project files, bulletins, and newsletters. We supplemented documentation
regarding Library-wide processes w1th supportmg documentation from
Library line and staff’ orgamzatlons We focused our docliment review on
mformatlon part1cu1ar1y covermg the 1991 fo 1995 tlme frame ,

2.2.3 Fmdmgs and Conclusions

This section presents fmdmgs and conclus1ons resultmg from Booz-Allen’s
study of management and planmng processes at the lerary of Congress in 12 parts.

1

- In assessmg the management processes of the L1brary, Booz Allen compared‘ o

At the corporate level, the Library of Congress has in place some of
the key elements of an integrated planmng and program
execution process, but thls ‘process, is not comprehensrve" or has 1t
been mstltutlonahzed s e :

the process descriptions and documentation provided by theilerary to a conceptual
model of an integrated planmng and program execution system. Exhibit 2-11 depicts
the conceptual framework Booz-Allen applied to assess the completeness and

- adequacy of the L1brary s planmng and program executlon processes

This process has six key elements:

Strategic planning, which mcludes the artlculatlon of mlssmn and vrs1on
and explicit goals and objectives

Tactical, operating, or annual program planning, which develops near-
term (annual) action plans for implementing strateglc plan direction

Budget development which ensures that budget allocat1on demsmns are
based on strategic goals and annual operating plans

Program execution, which ensures the delivery of services and programs

: Performance measures, which capture organizational results in terms of

* both outcome and process, and prov1de targets of performance agamst

those measures : ‘
Feedback, monitoring, and evaluation, which ensure that all aspects of the
plannmg and program execution process are mtegrated and implemented
in an efficient and effective manner.
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In addition to showing the key aspeets of the plannmgand program execution

- process, Exhibit 2-11 deplcts the followmg enabhng processes that support the

system: S mmes L a s

e Processes for estabhshmg accountablhty and determmmg roles and
| respon31b111t1es R o - SR
. Processes for decrslon makmg and commumcatlon |

The exh1b1t has been annotated to. d1sp1ay ma]or L1brary efforts smce 1988 in
each of the key elements 'I'hese are dlscussed in turn below. N

, i Kei(’_ComP nents of an ‘Int'egv;ate.d PIannmg

. . Budget
: Declalons o

| ErabiiigProcesses:

... Annual

Strategic Planning .- Q}=. | -

G IR © oo oo ] e Acoountablity |
" Operating,’ Program Performance’
Migsion Goals Tacticalor - Execution Measurement - - # Daclsionmaking -
vision [ P] Objectives Program ‘ . %
- Planning. *Roles and Responsibliities

* MAPtransition ia. b . e Afserviceunitlevel = T . - indicators * . 'scmm"_«?" '
1 ¢ Management retroat folow-up -Indlvidnulpovlamnoepkns o
-Stralagicplan o o g N . '
“ o_Management retreat L NOORERS
-Mlssionandmmgicpﬂaﬂﬂos B
Il' ' e Fe Evaluations
. ey [ Assessmentl | ( -
© Y Feedback s
 Status of funds . : KR .
-Exocmivoeommllmmmwpom : R R

review p

g ¥ Pvlb_nngmaappmlsula

2. Although the L1brary of Congress has 1n1t1ated several corporate ‘
" level strategic plannmg activities since 1988, the process for
establishing and revrsltmg strateglc plans is not conSIStent or .
' formallzed

. The lerary has 1mt1ated four mst1tut10n-w1de strateglc plannmg act1v1t1es
over the last several years. These are as follows: v

o The Management and Planning Commlttee (MAP), its resultmg report
and transition teams (1988-89)

o The Library Strategic Plan (1992)
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. The 1995 Mission and Pr10r1t1es does not formally refer to the 1992
Strateglc Plan or the 1994 Management Review. - .

" The lack of clear, identifiable’ hnkage from one strategic plannmg effort to the
next is an impediment to the effectiveness of planning efforts. The strategic
planning process does not document the rationale and progress (or changes in
direction) made, both of which are key components to the assessment of priorities

-and allocation of resources. The lack of a systematic process for assessing progress

contributes to the confusion regarding future direction and strategy of the lerary
v01ced by many members of L1brary management in our mterv1ews B

3. The 1nst1tutlon-w1de strateglc plannlng efforts have prowded
’ hlgh-level mlssmn, ‘vision, and pnorltles, but they arenot
supported by aformal 1nst1tut10n-W1de annual operatlng, tactlcal
~or program plannlng process. _ e

An annual operating or program ‘plan, which prov1des the tact1ca1 basrs for
the implementation of the strateglc plan, forms the second major step'in an
integrated planning : and program execution process Although the Library has
initiated two operating planning efforts, as shown in Exhibit 2-11, it has not *
developed an institutional process for translating mission, v151on and pr10r1t1es into-
an annual operating plan for the entire organization. = ..o : ‘

- In our interviews and analysis of the planning documents prov1ded to us, we
found only two instances of operating planning. The MAP report was followed by
transition teams, which developed action plans for the recommendations. -
Although the transition teams developed action plans for the entire MAP report, -
not all of these action plans were carried through. For example, of the 108 MAP
recommendations, the MAP committee determined 43to-be of hlgh priority. S a
Examination of these recommendations indicates that:in some cases, such as Lo
establishment of arrearage reduction as a primary goal and other collections-related - |
areas, the L1brary has made significant progress. In other areas, however, such as : |
basic services, planning, budgeting and cost, and human resources, the MAP
recommendations still stand. ‘The reorgamzatlon plan developed by the MAP
transition team was also implemented. - : ‘

The Management Retreat was followed by development of specific plans for
human resources, space, and information technology (IT). The organization
responsible for each area developed action plans-to address systemic and historical
concerns about infrastructure. The action plans for the Management Retreat
included the recommended actions, priority, responsible party, and targeted
completmn date.” Thé subsequent Information Technology Service (FI'S)-working -
group responded to the concerns of the Library senior management by stating,
“Certainly a number of the issues identified are real while some are issues of
perception and/or lack knowledge of operational details. We did not feel our team
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should be captive to th1s partlcular l1st1ng of issues.”® The ITS plan provided target
completion dates’ for 14 of the 48 actions and used terms such as “continuing,
underway, ongoing,” or blank spaces for the remaining majority of the actions. . It
routinely uses the terms “exists, underway, or in strategic plan” instead of spec1fy1ng
a respon31ble officer or subunit for implementing and tracking the initiative. The
experience for Human Resources and facilities was similar—significant effort and
consensus surrounding issue identification was followed by 1nattent10n to follow-

up and 1mp1ementat1on

The L1brary has developed operatmg plans for spec1f1c issues of 1 ma]or concem
in some cases. Arrearage reduction, described in the case study in Volume 2, isan -
example of an issue for. which, once identified as a priority in the MAP strategic
planning process, tactical plans were. developed tracked, revised,. and implemented.
Plans were also developed for h1gh-pr1or1ty issues such as secunty, but not
consistently implemented or tracked. Despite recurrent plannmg act1v1ty and
1mplementat1on of numerous separate initiatives, secunty continues to be a major
source of concern for Library observers. Security plans are explained in the case
study in Volume 2. In the case of facilities planning and the Fort Meade project, a
lack of strong planmng, analysis, and ]ust1f1cat10n of requirements’ fa1led to cause
action. The case study in Volume 2 examines the Fort- Meade pro;ect in greater.
detail. In;the human resources area, plans exist for internal operat10ns of the
human resources service unit, but do not integrate those services. w1th Library

needs

L1brary management develops plans for pr1or1t1es ar1s1ng from the out51de e
Follow-through occurs on an.ad hoe basis. In cases where a strong focal point for .
coordination has been designated, such as arrearage reduction, follow-through is .
more deliberate. :Qverall, the lack of an explicit annual operational or program |
planning process hinders the Library’s ability to ensure, on an institution-wide basis,
that it has implemented its strategic plan and priorities and achieved its goals. As a
result, several managers interviewed expressed uncertamty regarding. how Library.
strategy apphed to them or their orgamzatlons » ~ ,

4.  The lerary has a complete budget process, butitis not
con51stently or exp11c1tly linked to the strategic plan.‘ -

- The third piece of the model of an mtegrated planning-and program .
execut1on process is the budget and resource allocation process, as shown in Exhibit
2-11. Our analysis of documentation supporting the L1brary of Congress’ annual
budget process found that the Library has structured its approach for formulatmg,
justifying, and executmg the budget to respond to existing requirements of the -
Federal budget process The lerary has not yet gone further, however, and dzrectly N

3 Director ITS memorandum dated December 23,1994, “Retreat Next Steps” on page 1 of consolidated
report “Library of Congress Management Retreat, November 5-7, 1994.
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momtormg of funds status The1r f1nanc1a1 management role; supported by a
regular planning process:for the financial management systems at the Library, has_
not heretofore had a strong policy component. Service unit internal distribution of :
resources is the responsrblllty of hne management iy

In add1t10n, pro]ect-based or l1fe-cycle cost estlmates, not requ1red by any
Library policy or guidance but often part of resource planning efforts, can provide
additional insight into the implementation of strategy. Without a process. for :

developing institution-wide estimates for: cross-cutting initiatives or-for developlng o

understanding of the costs of takmg pilot projects to scale, the L1brary s strategy
cannot be translated to budget in a comprehens1ve manner. oy

“The. L1brary s budget isa one—year document based more on prlor year . -

| expenditures than on resource requirements associated with a detailed. program’
- plan. It does not include out-year estimates, or multiyear plannlng proflles In

addition, because of the lack of a systems view and operational program plannmg
approach to problem solving, identification of funds associated with specific projects
or issues-is difficult. :For-example, we could not readily identify resources across the -
Library system related to security. Many service units replicate aspects of support
services, such as human resources and technology. These serve as examples of areas :
in which a systems—wide strategy for id’entifying needed resources would-be useful.. .

5. Program execution occurs at the service umt level and 1s ‘
approprlately the respon51b111ty of the service unlt management

The fourth component of the mtegrated planmng and program executlon
process is execution or the actual delivery of services and accomplishment of results.
Our examination of program execution processes at the Library found that service
units are responsible for and direct program execution and operating decisions with' -
minimal involvement of the Library executive management. There is no widely
accepted established process for ensuring that Library mission and vision is-a-

" primary driver of program execution decisions. In cases of external attention or

institutional concern, service unit heads are responsible for programmatic decisions
in the absence of an effective corporate decision-making body. For security, for -
example, detisions to allocate budgeted resources to 1mplement recommendations
of the Library-wide security committee were at the service unit’s discretion.

The service units prov1de the focus for Library activity and are the basis for
the implementation of its programs. Responsibility for- translatmg Library-wide.
priorities and program—spec1f1c initiatives rests with service unit management.
Service unit heads exercise autonomy in making decisions on the operation of the1r -
organizations. These include the responsibility for organizational structure: and:
personnel assignments (subject to labor and human resources regulations and
requirements), budget development funds control, anid program execution. In
addition, leaders of service units and directorates are responsible for the
management processes that guide their organizations.
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For ma]or institutional 1ssues, the L1brary frequently estabhshes committees

‘or task forces drawn from across the Library. ' These committees and: tasks forces are ..

charged with developmg recommendations, whereas implementation is the -

‘responsibility of service units and directorates, which determine the priorities of

these recommendations based on their internal'workloads and: demands: ‘For
administrative matters, L1brary of Congress Regulations (LCRs) prov1de a structure
for mst1tut1onal1zmg ma]or policies and procedures '

Although the lerary has not developed a comprehenswe process that links
program execution to the: strategrc plan; it has'made important- strides to-execute = -
against several-major concerns or priorities identified'in its strategic planning
efforts. Arrearage reduction; identified as a primary goal:in the MAP:report,
continues as a priority. Activities in the electronic library area, such as the NDL

- effort, derive from the 1992 strategic plan. In other infrastructure support areas,

including humari' resources, facilities'and technology, Library personnel |
interviewed consrstently pomt to lack of service dellvery and reactlve operatmg

styles

j e

Efforts to improve dellvery of L1brary services’ and increase eff1c1ency and/
effectiveness of program execution are numerous at the service unit and directorate
level. The operational processes section of our report identifies process - o
improvements found at the operating levels. Some of these internally generated
initiatives are summarized in Appendix C These performance 1mprovement
initiatives 1nc1ude, among others: Lo

. Efforts to reengmeer busmess processes to 1mprove product1v1ty
‘Team based approaches to acquisition :
| ‘ o Cooperat1ve catalogmg arrangements
Wh11e examples of innovation and product1v1ty 1mprovement efforts on the part of
Library personnel in different:parts of the organization are numerous,, the Library

lacks a process for systematizing the results of these undertakings or sharing
expenence across departments and services. - ‘ :

6. The lerary approach to measurmg performance does not .
adequately capture organizational results or provide systematic
- feedback regarding organizational performance. SR

The fifth component of an mtegrated planning and program execution
process, as; depicted in Exhibit 2-11, is performance measurement, which provides.
information on the effectiveness of the operational plans and progress against the
achievement of the strategic goals At the lerary, we found mstltutlonal attention
to performance measurement in two areas: : S PRSI -

o The Key Indlcators project, Wthh 1s 1ntended to bu11d the key operatmg
measures of the Lrbrary
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 Individual performance planning'and appraisal processes, which measure
key executlves contr1but10n toward ach1ev1ng the L1brary s strateglc plan

purpose of the Key Indlcators pro;ect is to prov1de the L1brary with key statlstlcal
indicators to monitor the Library’s performance and accomphshment of its mission,
The Library developed a three-phase approach to the Key Indlcators pro]ect deplcted-
in Exhibit 2-14 and has 1mplemented Phase I. . : T s n

e "EXHIBIT 2-14°
Phases of the Key. I.ndlcators Project

Establish mechanlsm to capture and
- -.report.data already collected
by servlce unlts 5

“PHASE I EREE S
T'mlns 1993 1995 o RET S S

| validate indicators and refine needs | -

PHASEN . g
=,__.rimeframe Unspeclﬂed S

o

‘ ﬂ"a"l‘.InktlndIcators”to budget
’ pl\annlngand executlon“

~PHASEIN .
Timetrame Unsﬁeclﬂed

warf -

The first phase sought to establish a L1brary—w1de system for the collectron,

‘reporting, consohdatlon, and dlstrlbutlon of statlstlcal measures, and to make it

routine.

- Phasell includes expansmn and vahdatron of the list of key indicators;
establishment of reporting requirements, and development. of publication
procedures. Phase III includes development of ways to link key indicators to
planning and execution of the Library’s budget. Development of different types of
measures to inform management- decision making, establishing targets.of
performance against-those measures, and comparmg planned and actual results was :
not a prlmary component of the pro]ect ' ‘ L ST

CeuRr ez

 Phase I has been underway since. 1991 The Phase I ‘measures and data are
summarlzed in"Exhibit 2-15, and provide a good summary of workload statistics for -
the Library. However, Library’s current key indicators do not provide strategic-level
measures to guide organizational performance nor do these indicators permit. .
assessment of actual organizational results against the strategic plan and goals. We

2-40




Bvooz-Allen & Harnilton

determined that the Library‘ key indicators are generallymeasures of workload

- rather than a means. of trackmg progress toward. strateglc goals and objectives. .

The operatlonal processes sectlon of our report further explalns L1brary
reporting systems. The Key Indicators project has not yet developed enough to be a
system whereby Library strategic objectives are translated into observable and -
measurable outcomes or whereby performance is tracked with critical indicators that
management uses to benchmark the success of functions and activities. Rather, the
key indicators effectively capture transactions and workload-information for ‘
inclusion in the L1brary s Annual Report and prov1s1on to Congress

U EXHIBIT 2-15
'Examples of Key Indicators .

0rgan|zat|onal '
“Unit/Function::,

Acqulsmons - | Collections receipts, growth, copyrlght .demands
Arrearabes Print or-nonprint,.comparisons to FY 1989 and last FY
Collections Services | Catalog.record completed by, type ‘
Congre"\ssional Requests, products

Research Service

Constltuent Services | Sales '(in’dollars),‘Federal Library and Information
Network (FEDLINK) use, loans, tours

Copyright Offrce - | Claims, registrations; fees (in dollars)

Cultural Affairs Outreach activities’

Human Resources Cases (new, resolved, and on hand), grievances |

Information " | Online transactions :

Technology ‘ v

Lawlibrary =~ | Research reports (Congress or other Governmental

‘ ‘ ‘| body) -

PUblic Services - | NUimber.of regiiests from each service unit "

- Dhata are provided for current and precedmg quarter and show percentage
change.

— Most numbers are counts of ltems transactlons, or customer servrce
- Statlstrcs are shown by orgamzatron in both charts and tables

The proposed Phases II and IH of the Key Indlcators pr01ect appear to more
closely reflect a functional -approach to performance measurement, to provide. .
useful information for management decision making and guide organ1zat10nal
performance. Phases I and III, however, have yet to be scheduled or initiated.

Phase I data reporting became routine and sénior management-did not direct further
action. Setting a time frame for these two phases was not part of the original Key
Indicators project plan; no individual or group is responsible for this part of the -
project; nor does a more comprehensive approach to performance measurement ,
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appear-to be.a prrorrty for L1brary management The 1nd1v1dual respon51ble for the
Key Indicators project was reassigned 'in late 1995 A successor respon51ble for
continuing the process has not been named although the Execut1ve Commlttee has
commissioned some specific analyses. o

In addltlon to the Key Indlcators pro]ect lerary managers and staff c1ted the
individual performance planning and appraisal process as the pr1nC1pal means of
measurmg Library performance. As described to us, the annual performance plans
for senior executives form the basis for translatmg institutional strategy into specifi
orgamzatlonal ob]ect1ves The lerary s overall m S1on, goals, a ectives are .
intended to be 1ntegrated into -each senior executlve performance lan, whlch‘ m '
turn dictates the performance plans of lower levels of management in a cascading ' -
fashion. In addition to establishing a process for developing annual performance'
plans and assessing individual performance against them, the Library has. taken
steps to attempt to link pay and performance. -

We examined 13 senior executive performance plans-over 3'years -
(1993 to 1995) to determine the application of the performance planning and _
appraisal system. We found that whereas the regulatlon provides the ability to hold
personnel accountable and link senior managers’ performance to overall Library
goals and objectives, the Library does not systematically 1mp1ement the system.
Exhibit 2-16 summarizes the implementation of the performance planmng process
for senior executives. Despite their stated intent, few performance:plans are tied to
the Library’s mission in a manner that is measurable or prioritized. :

Tt i EXHIBIT 2-16
Summary Assessment of Senlor Manager Performance Plans

‘Of 13:performance plans revnewed il Yes ?»éPartlaIIy No o
“|'Are they linked to-Library strategy’? 204 7|
|[Arethey measurable? = " |4 | 7 [ 2|
| Are their outputs ranked or dated’? 0 | 0 |13]

“Lrbrary of Congtess Regulatlon (LCR) 2017-2 1 establishes the pnnc1ples, guidelines, and procedures L
for performance planning and: appraisal for-senior-level executives: - The intent of the. apprarsal system; =
for Senior Executives is to do the following: o

¢ Appraise managers’ contribution to the L1brary s mission, goals, and ob]ectrves o
Enhance individual motivation and encourage excellence
Increase managerial and organizational accountability
Provide the basis for performance-related pay adjustment.
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7. The primary institutional mechamsm for feedback on or
- evaluation of program efforts is the trackmg of the annual budget,
‘which is not an effective mechamsm for assessmg the
' achlevement of the strategic plan.

- Budget tracking and, to a lesser degree, the key indicators, have formed the
primary means for the Library to measure performance and status. The quarterly
obligations review gives the Executlve Committée information on the status of

_spendmg and on additional or upcommg needs, and forms the basis for the

reprogramming of funds, if necessary. In recognltlon of the need for more formal

- collection of information on _program progress, the Executive Committee has;

requested several regular reports in addition to that on the status of funds These
include the followmg

e "Key indicators pilot status - SRR LRI
e Security event report, plan, and implementation status
e Human resources statistics, 1nc1ud1ng d1vers1ty

e Audit and investigation status

e Pendmg 1eg1slat10n status -

e Pending acqulsltlons o
o 'Space plan implementation status |
o NDL status and Internet activities and issues
e Litigation status. ' ' ‘

It is important to emphasize that although these regular reports prov1de 1mportant
data to the Executive Committee, they lack elements of performance, in terms. of
both outcome (effectlveness) and process (eff1c1ency)

Based on our extensive interviews and review of plannmg documentatlon,
we did not find a consistent, systematic method of evaluating program progress
against the strategic plans and, therefore, did not find a systematic method of feeding
this information to executive and senior-level management of the Library for
incorporation into planning efforts.

For the 1988 MAP study, we could find no formal evaluation and feedback on
results, although the Library does appear to have reviewed the status of
recommendations on an informal basis. We did find reporting against MAP
recommendations in a March 1992 high-level internal memorandum that asserted
that nearly 80 percent of recommendations had been addressed, but this was a
“rough analysis.” No formal process was used to determine status and progress A
Februaty 1992 attempt to initiate a formal assessment of the status of
recommendations was not pursued because senior management beheved that most

recommendatlons had been addressed.
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Before the Management Retreat of 1994 the L1brary did identify
accomphshments against the Strategic Plan of 1992, but this assessment was not
rigorous in its evaluation nor did it result in an ongoing, consistent means of
evaluating progress against strategic goals. Similarly, the Management Retreat in

1994 did result in a draft integrated plannmg and program execution process, the
" Library of Congress. Proposed Plannmg and Review Process, which was circulated to

the management team for comment in March 1995, -but has not yet been revised or
1mplemented at the L1brary-w1de level i REES PP e

¢

' Based on the documentatron the Library provrded to us, the Proposed st

Plannmg and-Review-Process- represented the only formal proposal for measurmg
progress agamst plant that the L1brary has developed in the last 8.years. The lack of -

Library-wide processes for assigning, tracking, and. :monitoring the status of .
recommendations; progress, and improvement in performance limits the L1brary

unable, except- anecdotally, to ascertain status, monitor progress, and take
management action as appropriate. Issues identified in 'Library-wide initiatives,
including MAP, the Strateglc Plan, and the Management Retreat are not routmely

evaluated

RS

A large proportlon of the Lrbrary management that we 1nterv1ewed v01ced

concern.and frustration over the lack of follow-through on issues identified in

Library plannmg efforts. Several of the senior managers also stated that they would

be reluctant to embark on additional planning efforts until specific proposed’ actions
have been.accomplished. This: unwillingness is an indicator of the level of concern *
and could further limit the effectiveness of the Library” s planmng efforts in the i

future.

Managers report being unclear about how Library-wide pr10r1t1es apply to
them and their organizations. They are expected to formulate and execute their.

programs consistent with. the overall institutional pr10r1t1es (most recently descrrbed L

in the Mission and Strategic Priorities) articulated by the Librarian, but there does
not appear to be a dlsc1p11ned or shared _process for fostermg these lmkages _

8.  Whereas the Lrbrary overall lacks an mtegrated plannmg and
' program execution process, at the service unit level the degree of
1mplementat10n of the 1ntegrated planmng and program
~execution processes vanes from limited to complete

As part of the assessment of the Library’s processes for planning and _program
execution, we analyzed the processes at the service unit level as well as'the
institutional level, 'Exhibit 2-17 summanzes the results of our analysrs for ma]or

functions for 1995
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' Assessment of Components of Integrated <~
Planning and Program Execution Process "=« = .

Evaluat _ _n/ .

Library-wide

Cataloging "‘

Preservation -

CRS -

_Copyright § ;

Arrearages

Technology

-NDL

Human Resources

Facilities

Fort Meade .~

ololojo|e|o|s|e|s|s|seo|

-déoogeooopoof
lelolele|e(s(s[s|s|s|s|o

Secunty

|slojoole|o|e|e|e|e|s|e
‘&Q@OQQogggéog

| @ Existing
@ prartial
O Minimal

The CRS has recently 1mplemented an integrated plannmg, program
execution, and performance measurement process CRS's process is fairly new; it -
was introduced and implementation of it was begun in the fall of 1995. Evaluatzng
CRS Work for the Legislative Work of Congress: Linking Performance Goals with
Tidewater Strategies and Actions, documents the CRS approach for linking vision,
mission, and values with goals, exphcrt strategies, and measures of performance.
CRS management places a high pnor1ty on the 1mp1ementat10n of this integrated
planning process. CRS is working to improve its key indicators and other tracking
and reportmg mechanisms to better reflect and motivate performance.

" To varymg degrees, other Library | Serv1ce Umt and Dlrectorates have
developed their own internal planning and prograni execution processes. The -
operations units of Library Services, such as Cataloging and Preservation, have
made progress toward implementing all the elements of an integrated planning and
program execution process, whereas infrastructure areas, such as Human Resources,
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Facilities, and Securlty have made less | progress to date. Exhibit2-18 descrlbes
selected examples of the planmng elements in place for several functlons

EXHIBIT 2-18

“Summary of Planning and:Program. Execution. Processes

for Selected lerary Serwce Umts and Major Functlons

Evaluatlonl

o i Annual Operatmgl-". S : ; :
.- Service -, Strateglo : o Performance

: o .| ' Tactical Plan - Assessmentl

UnltlF_unctron_ l"-’lanmng B , - _ PR | Measurement <"Feedback .

Cataloging Publlshed sion, | Hasa detal_led tac'acal Develops and executes . Developlng 4 1'Measures:and.

"| ‘mission, and-goal -plan, makes periodic - '|budgets consistent with | performance r measures reports.work
statements. revisions. Plans, Library-wide policy. per tactical plan Does | outputs: Tracks"-
assigns tasks, -]-notmeasure ; - | progress agaunst
responsnblhty and productivity and plan. =
o cen e throughput.

CRS Held retreat for long- Has an mtegrated plan Develops and execites’ | Holds meétings twice a: '] .Performs' regular
range planning; of intermediate budgets consistent with :|: week, performs . X acking;. . .
prepared strateglc strategies and actions. ‘| Library-wide policy. customer-focused ‘communicates <
plan. . o - _ measures of outputand | intemally; edjusls

I fefﬁclency , | priority to match
' o ) : requvrements

Copyright Defined mrssron, Undergoes little " Develops and executes‘ fPuis together tearns and |; Has ongoing intemal
goals; and valiiesin. | change fromyear to - .| budgets consistent wuth committees for process | quarterly program
the 1992 strategic year, but reflects lerary-wme pollcy improvement. Gathers': | reviews. Division
planning-retréat; : -Registrar's priorities. _ ,workload staustlcs .| plans.

| takesa cﬁamclpatory Intemal division plans h Y I
| approac -| cite section objectives |
and complétion dates. cedd AT Y .
Preservation | Setbroad objectives | Prepared with limited | Develops and executes | Limited to numerical - "} Mana ers recognize
during 1993 long- .| implementation detail. | budgets consistent with | counts of items need for tracking
range planning. RO S lerary-w1de policy. . "¢ »processed Processing | ;} and control system.
. time not meastred.” ; .
Arrearages - . | Addresses long- 1 Sets specific Defined resource Tracks numbers of Holds periodic
T range program-in numerical objechves . requnrements atstartof |.itemsonquarterly . . | arrearage summits
-| library-wideand - | annually ‘ - | multiyear project, but " basis. Does not that assess
service uhit ' " | hasnét Separately systematically track rogress and
documents. identified them since. | procedural lnmenves '] presents findings in
R ‘Does not measure. . anannual report. .
efficiencies of varylng
: approaches: B B :

Technology Lacks evidence ofa | Has an existing draft - .| Does not consistently. - | Uses a.cumbersome - | Holds sporadic
strategic. plan. tactml plan identify resource -| work request log. evaluations.
' ek iimplications. Shows no evidenceof | . .-

» o . performance measures.. 3

NDL Has 5-year planthat | Has emerging work Estnmates multlyear Has a measurement Has working groups
focuses on digitizing | and program plans : funding requirements, rogram under that discuss
five million items, that employ a detailed appropnahons, and development. Holds technical and
not strategic project management monthly status reviews | operating issues.
objectives linked to "approaoh - . | that compare progress ‘

_ library goal. against plans.
Human Lacks evidence ofa | Pays considerable Does not consistenty ‘| Has measuresto Holds sporadlc
Resources strateg|c plan attention to HR identify resource monitor implementation | evaluations. -
programs and annual |mp||catlons of -CSP resuiting from
activity. ‘ : : | the Cook case. Tracks
. ‘ . . workload statistics.

Facilities . Lacks evidence of a | Lacks evidence of Does not oonsustently parently has no Reports - -
strategic plan or anriual planning. identify resource - measurement system. | inconsistency on
master lacllltles : implications. evaluatrons ’

Security Details objec'aves Has detailed - - - | Uses.Collections.- - : |-Apparenty hasno. ---. -} Analysis of security

. B -and actions, not - operational plans. Security Committee to | measurement system. | and o
responsnblllty or’ recommend resource |- Lo collections policy
dates in the 1993 needs. Does not.. ‘initiated by Acting
Strategic Plan consistently identify Chief of Protective
Implementation. -~ resource implications. Services.
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9 Unclear roles and respon51bxht1es and lack of accountablhty for
performance affect the lerary’s ablllty to 1mplement and an
1ntegrated plannlng and program executlon process. e

Library managérs in more thar two-th1rds of our 1nterv1ews in the course of
this study attributed the’ Library’s inability to- systematically implement its plans to

unclear or undefined roles and responsibilities.and to lack of accountability.

Extemal observers from the Library community and' Congress voiced 51m11ar
concern: Many of the people interviewed cited uncertainty over roles and

respon51b1l1t1es and-poor accountab111ty as ma]or reasons for the L1brary s not
implementing’ its strateglc plans ‘ , : g LRt

..Examples of the
respon31b111 es mclu

e Lack of a known pomt-person respons1ble for planmng and pol1cy analysis
e '*‘-"'iNumerous changes to. the Deputy Librarian position and lack of
'understandmg across the institution’ about the role of that. offlce
e An 18-month vacancy for the position of D1rector of Labor Relatlons

o Lackofa trammg director W1th a large part of the workforce neanng
L retlrement SR Lo '
"o The d1v1slon of respons1b111ty for technology act1v1t1es between IT S and
the service- umts :
" e The lack of an mst1tut10nal advocate at the L1brary for long-range facilities
lanning and an: unclear division of responsibility between the Architect

of the Capitol. and the Library = ,

o The lack of authonty to follow through of committee respon51ble for

addressing Library-wide: securlty issues. : :

The effect of these examples of a lack of exp11c1t roles and respon51b1ht1es and
unclear accountability is a consistent inability to-implement, follow through, and/ or

build on ex1st1ng plans and identified problems.

ef1c1enc1es noted relevant to accountablhty and roles and
i3 llow1ng e ‘

In examining 1nst1tut10n-w1de management practlces at the Library, we
sought to identify the organizations and/or personnel responsible for leading the
implementation of key processes. From our review of documents outlining.
organizational functions, we could not identify the positions or individuals
responsible for institutional management processes. such as strategic planning and
performance measurement. For example, there is no planning or policy function at
the senior management level or within the Office of the Librarian. Responsibility

for the iristitutional processes of planning, performance measurement, change

management, or trackmg a551gnments and action items across service units is not
placed with a specific entity.. A planning and development office was eliminated
around 1989, and no other organization has con31stently assumed 1ts L1brary—w1de,

2-47



Booz-Allen & Hamilton- - -

responS1b111t1es Append1x Dllstsother major organizational realignments and
staff shifts. ' P L e T s L

The lack of off1c1al charters ‘or wiitten' gu1del1nes contnbutes to confusron o
surroundmg the role of the Office of the Librarian and staff, and of: decision-making
bodies like the Executive Committee and Senior Management Report Group..
Official mission and function’ statements for elements of the Office of the Librarian
have not been revised to keep pace with shifts in responsrblhty in that office® (The
service units have, for the most part, revised their official mission and functlon
statements as orgamzatronal changes have occurred) e L

Many Library managers mtervrewed cons1dered the L1brary s personnel o
performance planning and appraisal system to be:-the primary vehicle for.ensuring
accountability. ‘As discussed above, we found little evidence that'the performance
planning and appraisal system; specifically that for senior executives, ties individual
performance to institutional strategy and outcome. In addition, we found that
appraisals are not con51stently held in a timely fashion. Exhibit 2-19 summarizes the
schedule for the senior managers’ performance appraisals that we reviewed. -Many
appraisals lag behind the performance petiod by more than a year. For these to be
more effective motivators of accountability and performance, the appraisals should.
occur on a regular annual cycle and be tied to the implementation of the strategic
plan. Fmally, there does not appear to be a consolidated means of tracking when .
performance plans are put in place, when progress reviews are conducted or. when
final appraisals occur. C ‘ o :

® The mission of the former planning and development ofﬁce, a small group reportmg drrectly to the
Librarian, was as follows : ot

The Office [of Planning and Development, Offrce of the L1branan] is concemed w1th long-range
planning and program development and is appraising major ongoing programs and their
management. It works with lerary management staff in formulating policy statements which
serve as a basis for shaping the Library’s organization and services. : .

The functions and orgamza’non of Management Services, abohshed in 1993 focused pnmarrly on support
services, including automated systems, buildings management, financial management, personnel and

labor relations, photoduplication services, property and supply management, records management and .

transportatlon, printing, and communication services. Its functions statement also mentions
”partrcrpatron in formulating and conductmg programs for imiprovirig the management and orgamzatlon
of the Library of Congress,” which could be construed to replace the planning, program development,
and evaluation role, but thJs is not exphcrt nor is it mentioned in descriptions ¢ of the functromng of that

office.

$LCR 211-1, Organization of the Office of the Librarian of Congress, November 30, '1989~.
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From the documentation reviewed and. interviews with Library personnel,
we established that the roles of the Executive Committee and Senior Management
Reporting Group are clearly evolving. Use of the Senior Management Reporting
Group as a conduit to and mechanism for communication from the Executive
Committee is an approach in the early stages of implementation. Several managers
interviewed were optimistic that the Executive Committee structure would provide
for a ‘corporate voice and permit the Library to make difficult decisions and see them
through. Others argued that the Executive Committee was not adequately '
representative of perspectives at the Library. At this juncture, the roles of the
Executive Committee and Senior Management Reporting Group appear too.
ambiguous to achieve their potential as leadership and decision-making bodies.”

. 11." The Library has put in place a number of mechanisms to increase
“ +  participation in the management of the institution; although |
- somewhat effective, these mechanisms require further
- refinement. : - o

. Library management espoﬁsés a participatofy man}agv'edrr\iefn}cf approach. A broad

‘network of task forces, working groups, committees, teams of volunteers, and a

broad senior management team until recently, has put forth efforts to ensure
participation in important Library management processes. Within service units,

‘teams :address operational issues on both a routine and an ad hoc basis. These teams

have produced some important organizational initiatives to address specific issues
within functions. These initiatives include cataloging innovations to address
arrearages, process improvements, and activity-based costing in acquisitions and
others. ' :

However, this participatory approach has not been supported by the
institutional management practices that guide decision making and execution.
Among the impediments to making this participatory intent fully effective are the
following: . . R

e Teams and committees are too large (13 to 30 members) to be more than
informational or agenda-setting ) | ;
o Team or committee leaders lack group or communication skills to lead
teams to effective problem solving and decisions _ :
e Processes for timely communication, reporting, review, and funding
support are not established. : o
‘Numerous Library managers.and staff intérvjewed communicated two
perceptions regarding current Library decision making: '

e Getting clear senior manégemérit sﬁpport for team decisions is critical, but
difficult to obtain o : L , o !

e Important decisions are made by small groups of senior managers through
informal means, rather than through formally constituted mechanisms
like the executive committee.
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systems as an impediment to change.

Library staff told us that communication regard1ngdec151on51s "6‘f’vt‘evn top-down and
unilateral. Despite formal publications and informal channels of communications,
Library managers and staff cited lack of strong interactive, two-way communications

12, 'In summary, the Library has not integrated or implementedwva_‘fll;,
© ' key componentsof a planning and program execution process in a
systematic or consistent way. : - n

- The links among,the components of an integrated planning and program
execution process, as depicted in Exhibit 2-11, provide for both implementation and
integration across functions. ‘At the Library, we found little evidence of explicit,
widely accepted processes for achieving these linkages. For example, there is no
comprehensive planning and program execution guidance for organizational
decision making, nor is there a clearly designated individual responsible for that.
process. Priorities are not consistently translated into resource implications, nor are
recommendations and progress in implementing them tracked in a‘manner to - -

ensure accountability and accomplishment.

__The Library has in place several componerit parts of an integrated planning -
and program execution process. In addition, it has taken'numerous steps and - -
launched many initiatives to help address current challenges. However, Library
managertient ‘processes are neither integrated nor implemented in a consistent, -
systematic manner. Mission and vision are not supported by a framework for
making decisions that is widely communicated and accepted throughout the Library.
Our case studies, referred to throughout this section, support this lack of integration

and implementation.

e The National Digital Library program is focused on short-term results
rather than on building a sustainable and supportable digital production
and access infrastructure. It is managed as an isolated project, rather than
as part of an integrated information strategy. - . .

~ e Planning for use of the Fort Meade facility is not part of a comprehensive
facilities strategy, which would serve as the foundation for making
decisions, obtaining project approval and funding. Site and facility type
requirements were not clearly defined and agreed to prior to action,
resulting in changing estimates of space needs and recommended
approach, and preventing the Library from proactively solving its storage
problems. .
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¢ The Competitive Selection Process was redesigned, but resulted in a slow
. .and cumbersome process, w1despread d1ssat1sfact10n among customers,
and subsequently, lengthy study o = o

J The L1brary has a number of secur1ty problems resultmg from a
- fragmented organization, ineffective management procedures, lack of a
clear security policy, ill-defined requirements for, collections security, an
incomiplete risk management process, and no comprehens1ve security.
plan. N e e e

e 7Interest in arrearages reductlon galvanized Library management and staff
.- but was not part of a system-w1de look at - performance that included all
f _,aspects of the process The focus ‘on item’ counts was not hnked w1th
. resource requ1rements or customer needs R S A

The L1brary approach to management has been charactenzed both by L1brary
managers and staff, and by customers representmg several different perspectlves, as
reactive and crisis oriented. What is perceived as repeated 1nab111ty to move - '
forward on major issues is in part due to lack of strong institutional management
processes for implementing plans and ensuring follow through. This lack of
attention to management process also prevents the L1brary from generahzmg from
service-unit and directorate experience to fully take advantage of performance B
improvement and other initiatives underway in various parts of the orgamzatlon

&

2. 24 Recommendatlons

‘The recommendations below take irito account the interdependent ‘nature of -
management processes. They are intended to help the Library capitalize on its
strengths, provide for integration across the institution, and, most 1mportant build
commitment to ensuring accountab1hty, proact1ve dec1s1on makmg, and
1mp1ementat10n : S

1. Instltute a comprehensive planmng and program. executlon
process that builds on elements in place and links plans to explicit
" mission elements and outcome-onented measures of

performance.

' The Library should put in place a comprehens1ve planmng and program
execution process that prov1des for linkage among the elements dep1cted in
Exhibit 2-11.. This requires. the following actions:

e Instituting a regular process for revisiting and updating strategy
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e Developing annual operatmg plans based on strateglc plannmg and
des1gned to guide budget decisions and program execut1on

) ‘Bulldmg on the key mdlcators effort to develop measures that prov1de .
useful information’ regardmg organizational efficiency and effectlveness
and are used to assess: results achieved against targets of performance

. ~_Estab11shmg regular mechamsms for: prov1d1ng feedback regardmg
~ performance; issue resolution, and potential future areas of concern and
S effectlvely usmg management mformatmn systems to thls end |

2. Estabhsh the capablllty for problem solvmg and decision makmg
. that improves the Library’s ability to address concerns that cut
across organizational lines and that integrates major support -

functlons with llne operatlons

To unprove the L1brary s ablllty to respond to mst1tut10n—w1de issues and
make decisions that affect multiple parts of the organization, the Library should take
steps to clarify roles, responsibilities and authorities within the Office of the
Librarian and service units, partlcularly for matters of institutional concem

The Library should also estabhsh a small group, reporting to the Deputy
Librarian, responsible for leading institutional initiatives. No staff function is
devoted to development and 1mplementat1on of an integrated planning and
program execution process. Similarly, there is no independent policy analysis

- function that cuts across the institution. Respon51b1l1t1es of this - group would

include the followmg

J Developmg L1brary-w1de guldance for planmng and program executlon
processes, including seeking ways to integrate planning and resource
allocation decisions and to develop better performance measures and
feedback mechanisms

e Making the most of the work of existing Library committees and task
forces to ensure that expertise and analysis of major issues is used for
decision-making purposes

J Leadmg independent analyses of the program and resource implications of
major decisions.
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3. l?stabhshthe'lf)‘eputji Librarian of CongreSS asa strong‘éhlef -
- Operating Officer and invest that individual with adequate :
authority to lead 1nterna1 management processes.

Part of the lack of institutional management processes for planning and
program execution lies in issues surrounding the role of Deputy Librarian as Chief
Operating Officer.- The position ahd role of the Deputy Librarian has béen the
subject of some debate in recent years, reinforced by the short tenure of those who
have served in that position since 1990 and several periods of vacancy. To focus
efforts of the institution on implementation, clarify roles, and.responsibility and
increase accountability, we recommend that the Deputy be designated Chief
Operating Officer (COO) with respon51b111ty for.implementing the- L1brary 's mission
and goals. Similar to the role of COO in Executive Branch agenc1es, the L1brary s
Deputy role would include the followmg L R

° Provrdmg overall organrzauonal management

.. Supportmg efforts to develop and 1mplement strateglc and operatlonal
| plans | :

. Prov1d1ng leadersh1p for 1mprovement or. reenglneermg of support
services

. Champ1on1ng the development and use of meanlngful measures of
’performance o ST

o Prov1d1ng operatmg l1nkages for external relatlonshlps built by. the i
Librarian with organizations, customers and stakeholders, mcludmg the
~ Library and publishing communities, scholars, and other national
~ libraries, to leverage L1brary operatlons and mclude stakeholders in
‘ dec151ons |

7 A Presidential Memorandum dated Oct. 1, 1993 summarizes the role of the COO in Executive Branch

agencies,
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4. Reinforce the decision making and leadership role of the =~
- Executive Committee and clarify the purpose of the Senior

‘Management Reporting Group.

- The Executive Committee and Senior Management Reporting Group: ,
structure has the potential to help address decision-making problems, clarify roles
and responsibilities, and ensure accountability. The Executive Committee should be
firmly established as a decision-making and policy-setting body with responsibilities
for overseeing institutional direction and performance. Although the Executive
Committee will necessarily have day-to-day operational management functions, its
purpose should include paying more structured attention to long-term strategic
issues, understanding their potential impact, and providing a focal point for
implementation. It should review the Library’s progress toward achieving its goals
on a regular basis, with its focus being on identifying performance problems and
areas of potential future concern. . ' o

The Executive Committee should be supported by an active Senior

Management Reporting Group, the role of which should be not only to contribute to
_the deliberations of the Executive Committee, but also to serve as the link between
- the Executive Committee and Library staff at large. The Senior Management

Reporting Group would thereby take on an important role as the Library’s
management team for ensuring decisions are effectively communicated and
implemented, policies followed, and issues raised in a timely manner.

5. Improve provision of support services (particiilarly teéhnology,
human resources, and facilities) and better integrate these
functions into Library operations. :

Concerns about the ability of Library support services to provide adequate
infrastructure for core Library processes has been raised consistently over the past
several years. Plans, when developed, are generally not implemented nor are they
integrated into Library operations. Efforts to improve the delivery of these services
have met with mixed results. The Library should put in place a proactive process to
reengineer support services, particularly in the areas of human resources, IT, and
facilities. Such an effort to evaluate and redesign support services would include
careful assessment of actual needs and would consider alternative means of service

provision.

6. Institute Library-wide mechanisms to measure performance and
monitor results.

The Key Indicators project plan provides the basis for a more rigorous
approach to performance measurement. The Library should move quickly to
implement and expand on Phases II and III of the project and then develop a process
that includes measures of output, productivity, and customer and employee
satisfaction (using employee survey results as a departure point). The development
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of a performance measurement system should be an institution-wide effort that is
used not only to inform management decision making, but to galvanize improved
performance at all levels of the organization. ‘The Library should ensure that
meaningful measures are developed, targets of performance agamst those measures
established, and results tracked on a regular basis. Management information
systems should also be reinforced to better inform management decisions and make

feedback routine.
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2.3 ASSESSMENT OF OPERATIONAL PROCESSES

As part of the overall analysis, Booz- Allen proflled the Library s ma]or '
operational processes to provide a framework for understandlng the organ1zat1onal
performance and the factors that influence it.. G .

231 Background

By focusmg on the ma]or operatlonal processes, we: developed an
understanding of operational performance, organizational and infrastructure
relationships,.and. management perspect1ve This understandmg is the foundation
and context for 1ntegrat1ng other flndmgs ' : : A ‘

2.3.2 Methodology

Our study of the lerary s processes took two forms proflllng the. L1brary s
processes and detailed examination of the management of two collections (books
and photographs). These efforts are explamed below

“1.. - Booz:Allen profiled the Library collections management,
copyrlght registration, and Congressional Research Service (CRS) ‘
inquiry and response processes. e

We profiled the following major operational processes:

o Acqu1s1t10n and recelpt of materlals
‘e Cataloging
e “Preservation - : : :
e Servicing (prov1dmg matenals to requesters)
e Disposal
e Copyright
e CRS inquiry and response.
The profiles are made up of flow charts, throughput data, and staffmg data for the
processes. These profiles are located in-Appendices E, F, G, and H. =

Booz-Allen’s approach to developmg process profiles was stralghtforward
Using existing Library documentation (for example, work flow documents, various
studies, and annual reports), we first developed tentative flows for the core
processes. Using these flowcharts as a starting point, the team conducted interviews

with Library staff to-adjust, confirm, and expand each profile. Process mformatlon B

obtained from these interviews included:

Steps and sequence
o Input .
e Approximate time 1ntervals
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Number and type of staff mvolved
Results and outputs - T P

. Information systems and databases used
. ,‘Dec151ons and dec151on-makers 1nvolved

Booz Allen compiled this information, created the ﬂows, and vahdated the prof1les
with Library staff.

2.

Booz-Allen also exammed how the lerary manages 1ts book and v
photograph collectlons ' :

In add1t1on to the overall prof1lmg of collect1ons management we focused
our examination on the monographlc book and photograph collecnons To™-
accomplish this, we: -

e

Interviewed L1brary people mvolved at var1ous levels of collect1on |

- management”

Visited work and storage s1tes
Observed work in process.:

We also attempted to track a random sample of books and two photograph
collections received during 1995 from acquisition of the matenals through entering
- them into serv1ce : S SR

The results of these two efforts contributed significantly to-‘the fmdmgs and
.conclusions discussed in this section. The append1ces for this section include
detailed information and descriptions of the processes we observed and prof1led

The remainder of this section on operational processes dlscusses our findings,
conclusmns, and recommendations. » :

2.3.3 Findings and Conclusions

Our findings are grouped accordmg to the conclusions to which they lead as

follows:

Management of the collections management process

Collection management infrastructure
Management of acqulsluons and mtegratlon w1th collectlons management

Procedures for improving collections management.

Our fmdmgs about the Copynght Office and CRS focus on the potentlal for
operat1onal synergism between the processes and resources used in those areas' and
those in collections. -

Appendices F and G, which focus on the L1brary s monographic book and
photograph collections, complement the fmdmgs in thls section. :

2-58



Booz:Allen & Hamilton

From the profiling efforts; we developed an uriderstanding of the flow and
characteristics of the major collections processes used in the Library. Essentially, the
processes used in the Library are relatively simple, straightforward, serial processes.
Little rework and in-process approvals exist because the tenured staff is experienced
with the work of Collections, Copyright, and CRS (which is mostly knowledge
based). The process used in collections has multiple entry points for the different
media and acquisition sources, but for the most part the processes are similar for the
different materials. T T T : '

Because the Library works with more than 400 languages, a broad scope of
subject matter, various acquisition channels, and multiple types of media, a number
of process complications and exceptions arise as the Library deals with the input
variations and the knowledge required to process them. Historically, the Library has
dealt with these complexities and variations by organizing resources. along’
specialties of subject matter, geography, language, medium, and acquisition source
(depending upon organizational unit).” As the amount of published material and
the scope of the Library’s-acquisition activities increase; and the number of resources
with specialized skills decrease, the Library’s collections-process becomes stressed

and requires alternative process, technology, and management solutions.

For a more detéilé_d explanaﬁdh of the pAroc"‘e‘S‘s‘égténd tﬂé complex1t1es Wi’lch;‘ n
which the Library deals, please refer to the appendices.

1. The Library manages its collections on a functional basis and does ..
not control or measure collection management as a process.

The fundamental finding from our review of the operational processes is that
the Library does not manage or approach collections activities as an end-to-end .. . |
process. Instead of using a “process management approach,” the Library manages .
divisions and directorates in a classically functional approach. . I

Exhibit 2-20 iﬂusffa‘téé the basic differenice between functional and process
management approaches: e - S !

and improving functions and resources along and-within‘the -+ -
organizational structure and components. EEEIERRENE

e The functional management approach focuses on guiding, controlling,

o The process management approach focuses on guiding, controlling, and
improving the effectiveness of a business process that uses organizational
- Xesources to deliver products and services. | . . s
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EXHIBIT 2-20
.- Process -Management .

: Acquisition Cataloging ~** Preservation ~ Servichg Disposal

- Organizational Functions ———

R SN T

The concept of process management defines, organizes, and mariages an -
organization and support structures 1n terms of processes rather than funct1ona1
areas. :

This concept is based on the reahzatlon that producmg a product and
delivering-a service requires activities and internal processes that cut across the
organization. This has the efféct of highlighting the integration of, and"
communication between, people and functions within the organization and its
customers. Furthefmore, it facilitates the identification of nonvalue-added
activities and deals with the admmlstratrve activities as well as the. process. R

activities. One of the main benefits and _purposes of using a process management |

- approach is that it provides the understandmg of how to control, manage, and

constantly improve how the organization delivers its products and services in.
response to changing customer demands and input varlables

In practlce, process management mcludes

J Determrnmg the ieffectiveness of the processes by using measures of
workload, resource availability, utilization, output, and efficiency -

° Managingthe in‘puts to the ‘processes

J Lmkmg the process goals and plans with the orgamzatlonal strategy and
goals

e Assigning process ”Owners” to oversee and manage the processes and the
associated infrastructure support and systems.
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- Typical results from process management pract1ces include reducing congestlon

problems from mismatches between the workload of organizational units and their
capacity, ehmmatmg var1ab111ty in workloads, and i 1ncreasmg the consistency in the
way work is performed.

Our prof111ng of the operational processes used in collectlons management
leads to the conclusion that the. Library.does not.manage its.collections management
process in this manner. The following Exhibit 2-21 shows the collections
management process of the Library today ﬁ '

. Note that the collections management process is an end-to—end set. of
activities that crosses multiple orgamzational boundaries' and is the single *
mechanism or channel available iver the L1brary s services. Our conclusion is
grounded in the total understandmg of the processes, as described in Appendix E of

- this sectlon The followmgﬂfmdmgs help illustrate the basis of our conclusmn

a. Reportlng systems do not provrde appropnate vrs1b111ty of process
drivers and controls. ,

"The reporting systems used in the lerary are geared mainly to prov1d1ng
information for the Library's annual reports, measuring the levels of arrearages, and
producing key indicators. Because the reported ‘data do not relate to. process controls
or to the key process variables, we were unable to assess the eff1c1ency or, ..
effectiveness of the processes we profiled. ' .

For example, most of the Library Serv1ces key indicators are counts of inputs
to the collections management process and work completed.  These counts do not
reflect such:drivers as foreign language materials versus English language materials
or work output relative to the Library's different roles.. Many measutes that we did
find are unrelated to the core process (for example, reference queries), and such key
process vanables as throughput times generally are not reported : ;

! Appendix E contains more detailed flows for each activity in the process and. 1llustrates that
indeed, the Collections Management Process crosses numerous organizational units, for example,
Acquisition, Copynght Order Divrsron, Overseas Operations, Exchange and Gifts, Catalogmg, and

Preservation.

2 The Cataloging Directorate STARS data do include detailed processing times by cataloging team.

2-61




(stepag Z1€'62S % P1ood ¥8LTIZ)

Y0 wiubdoy -

(880'60)”

g, - [seholdu3 sogr )

L. (1eo)won)

:amfs.

SUORI|0D) 30}AL3S dNqnd

_ Exhibit 2-21

Jshadug 65 o]
I egeeer”
ssa0ig
uoyeAsasaly
uuojg

2-62

uojesrdsazy

"3

[saakorduig 3p5 .|
(8p€'982)

© Budopere)

Sunojerey J
Cuuggng” |-

Booz-Allen & Hamilton

{saafiodul 5057 )

\/L-L[A .ﬁ_

SADJAIIG :onn._m v:« n=o=.m~=wu<

(sferiag v:« mv_ocm uimauwo:oz uob SNOILVY31dO =O—<2 201




‘Booz:Allen & Hamilton

In addition, the various.reports use different, largely irreconcilable measures,
1nclud1ng :

e Measurement of rece1pts as elther p1eces or 1tems

° Measurement of catalogmg by t1t1es or by actlons (for example, full catalog
- record completlons, recataloglng actlons, and name change act1ons)

. Measurement of preservatlon as bound books versus unbound books o

b. Data for many key process varlables are not captured by the current
systems and, therefore, the process cannot be fully analyzed

The data systems used for creatmg b1bhograph1c records and workload control
do not contain sufficient data to allow, measurement or ana1y51s of many process
variables, either within-one process step or across: ‘the entire collections process.
Because of this, we could not track items through the entire process and could not
determme accurate processmg tlmes

The Mult1-User MARC System (MUMS) is used to created b1bl1ograph1c
records of the collectrons, ranging from monographic books and serials to such
special collections as photographs and sound recordings. Completed MUMS records -
include catalogmg processing dates and priorities, but do not include data for
acquisition, preservation; or servicing materials. - Such data are inaccessiblé, which
means that items cannot be tracked through the entire process. Appendices F and G
address specific quest1ons about the monographic book and photographrc collections
that illustrate this point. e }

2 | The 1nfrastructure support for collectlons management process is -
‘inadequately integrated.

The infrastructure support for collections management .inadequately supports
effective management of the process. The ex1st1ng information systems are not
integrated, do not permit tracking of work in process or location of an item in ‘
circulation, and do not support maintenance of inventory records. Add1t10nally, we
found no controls or procedures for movmg work and matenals through the

collectlons process
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- Individual process data systems are not- llnked

In Exhibit 2-21, we 1dent1f1ed the automated systems used for work control in

the collection management process. - As illustrated in Exhibit 2-22, these data systems
~ are not mtegrated For example, data in ACQUIRE. about the completion of

processing of an item in the Acquisition and Support Services Directorate do not
flow into.a Catalogmg Directorate STARS record. Not only must a separate record
be created for STARS, but inconsistencies between output. from Acquisitions and
input to Cataloging occur (see Appendix G dealing with management of the general

book collectlons)

EXHIBIT 2-22
Unlinked Data. Systems - . .-

Acquisition | | Cataloging Preservation |- 1. ;v,Mét‘eria‘lg'j-'.

| ——— —  ACTIVITIES ——eieeaee iy

b. Data systems do not allow tracking of work in process or prov1de SR
inventory records.

As described in Appendix G, we were unable to track books through the
process from acquisition to service. Some reasons why we could not track the books

were:

' The record ‘system for items bemg acqu1red does not lmk to the record
system for cataloging : R
» The acquisition data appear to have entered ex post facto, in. that dates of
 receipt by the Library often are later than the’ recorded start of catalogmg
e Once cataloging of a book has been completed, the MUMS record does not
indicate whether the book was unbound when it was received, precluding
analyS1s of the processmg required in the Preservation D1rectorate
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Moreover, our attempt to track books through the process and other profllrng
efforts revealed that
Although there is a: brbhographrc record for each cataloged ser1al or book
- title'and for lots and items-in the special collections, there:is no-effective
 inventory system. The bibliographic record contains the requisite